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\The Air Force Supply Executive Board was concerned with

the extremely high non-selection rate of officers for Chief of Supply

positions, by the major air commands A Drevious study

identified skills that were lacking within the broad category of

human skills. This study undertook the task of identifying specific

human skills that could be tested. The study had three

objectives. (1) Determining what human skills are critical for

becoming a Chief of Supply. (2) Determining whether supply

officers are deficient in these critical human skills. (3)

Determining the preferred method of training for correcting those

deficiencies. The methodology was based initially on a literature

review designed to identify individual human skills. From those

skills, a survey questionnaire was developed and distributed to 857

supply officers and Chiefs of Supply

The findings identified a core of twel, ? human skills critical

to becoming a successful Chief of Supply. Supply officers were

identified as being deficient in five of the twelve skills. Due to lack

of significant differences between capabilities of the two sub-

populations, and the possibility of overstated capabilities, the list of

skills to be trained included the top ten skills identified from each

sub-population as important for a Chief of Supply Also included

are the top ten skills identified as requiring training for each sub-

population. The result was a list of 22 core human skills identified

xl



for potential tra-ining. The method most often identified for

training these skills was a professional development seminar.

The study recommends utilizing both base level seminars and

regional seminars, and suggests that Chiefs of Supply would be the

most appropriate instructors for the professional development of

supply officers.
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DEVELOPING CHIFFS OF SUPPLY

I. Idun

Lieutenant Colonel Brian Harrington hangs up the phone and

sighs. He just doesn't understand. He had completed Air

Command and Staff College (ACSC) and Squadron Officer School

(SOS) in residence. He had earned his masters degree through

night school, and attended all the available supply schools.

Finally, he thought he had a good performance record. By doing

these things and since his name appeared on the COS candidate

list, Brian was sure that he would get a Chief of Supply (COS)

position. So when the call came from the Military Personnel

Center (MPC) at Randolph AFB, Texas, he cannot understand why

he was not selected by any of the Major Air Commands

(MAJCOM) to be a Chief of Supply.

While one may think that this is a rare occurrence, the

records show that two-thirds of all personnel considered for a COS

position are not selected. A COS position is critical to a supply

career. In most cases, to be promoted to Colonel, it is necessary

to be a COS (Peterson, 1988a). Since so many Chief of Supply

candidates are not being selected to fill the available positions, the

senior supply leadership has expressed interest in the skills

necessary to be a Chief of Supply.

i i I'I



Problem Orialnation

The Air Force Supply Executive Board (AFSEB) is composed of

the supply community's senior leadership. The board consists of

the Director's of Supply from each MAJCOM, Air Force Logistics

Command (AFLC), Air National Guard, Air Force Reserves, and Air

Force Supply and Fuels Division (HQ AF/LEYS). Each of these

officers, at some point in their career, served as a Chief of Supply

at a base-level Supply Squadron (Peterson, 1988a).

These senior leaders are responsibie for the health and

welfare of the Air Force supply system. They determine personnel

policies, prioritize software requirements, identify problem areas

and assign them to work groups, set operational priorities, and

determine where the supply c~,rrmunity needs to i e in the next

century through strategic planning (Brannam, 1989).

The AFSEB convenes serni-annually to discuss the current

and projected needs of the supply community. In March 1988,

the 47th Air Force Supply Executive Board convened at Maxwell

AFB, Alabama. The first topic of discussion was the skills of the

junior supply officers being considered for Chiefs of Supply (COS)

pc-itions. Approximately two-thirds of the officers in the COS

selection pool, were being turned down by the Major Air

Commands as unacceptable. The board concluded that the supply

officers were lacking some essential skills needed for a COS

(Peterson, 1988a),

Chief of Supply Selection. There are at least two places

where an officer may be elimirated from the COS selection list.

2



The first elimination point is at the Military Personnel Center. The

supply resource managers publish a list of eligible candidates, based

on their performance reports and rank. When each tentative

assignment is made, a commander's involvement letter is sent out

to ansura the eligible officer's currQnt boss feels that the member

would be a good choice for thc job, If the member's boss says

that the officer is not ready for a Chief of Supply job, then that

member's narr.e is removed from the eligibility list. According to

Major Dennirg, this list is published twice a year (Denning, 1988).

The second place that a supply officer can be struck from the

list is at the major air command level. Once the list is published,

MPC sends it to each MAJCOM. It is from that list that the

major air command Director of Supply make the selections for

Chiefs of Supply. Before making a selection, a phone call will be

made to the candidate's current boss to solicit an opinion as to

whether that officer is suitable for the future job. If someone in

the major air command supply directorate knows that person,

their opinion will also be solicited. If the results of the information

search are not positive, then the officer probably will not be

selected. Even if the candidate's name is not removed from the

list, that person's chances of getting selected are almost non-

existent (Denning, 1988). It is during the second portion of the

selection process that two-thirds of the COS candidates are being

rejected. Hence the concern about supply officer development

among the Directors of Supply.

3U



Defining the Problem

The members of the AFSEB could see that today's supply

officers were missing some essential set of skills necessary for them

to become Chiefs of Supply, but it was not obvious what skills

were lacking. Unfortunately, the directors could not verbalize how

they obtained the skills that made them a successful Chief of

Supply, Because the Directors of Supply could not identify the

skills, they were not able to determine the best method for

developing these skills (Peterson, 1988a).

According to Lieutenant Colonel Tim 0. Peterson, Director of

Supply, Air Force Logistics Management Center, each of the

supply directors perceived that they had achieved their current

success through a different method. Since there seemed to be

such disparity in backgrounds, Lt Col Peterson first collected

information from each of the AFSEB members to determine if

there might be some common threads among the various careers.

The information requested was a time line of each Colonels career

from first entering the Air Force (AF) until the present. All

professional military education, all technical training, all academic

education, and all jobs were included in the time line.

The data were analyzed using a content analysis technique.

The merging of the data returned some surprising results. The

board members were, in fact, a very homogeneous group. They

actually had very similar backgrounds. Each had spent roughly

the first eight yea.- of their career at base level. All had

attended the introductory supply officers course. In addition, each

4



had held at least one staff job prior to being a Chief of Supply

(Peterson, 1988a)

The perception that each person achieves success through a

different method is common, as was the case with the Directors of

Supply. However, Pare and Woods (1987) wrote that Chief

Executives throughout the world share similar attributes in both

their job histories and their personal life. Klein and Posey (1986)

even argued that a good supervisor is a good supervisor anywhere.

In fact, "Patterns of executive behavior... are so consistent that

they are even predictable" (Sorcher, 1985:4). Bailey (1983) notes

that successful company presidents share characteristics commonly

needed in every job and organization. It seems that executives

have the necessary skills to do the job, regardless of their

particular organization.

Unfortunately, the early identification of potential exeputiveb

is not easy. The early identificaticn .can be difficult because it is

hard to decide whether to choose people who will meet the

immediate and obvious needs of the organization, or encouraging

the selection of a person who is flexible and diversified. Criteria

should be standardized within the organization or company.

(Sorcher, 1985:45-47). In searching for people who will be

successful Chiefs of Supply, utilizing both options for identification

would be ideal. It appears that the broad skill categories for Chiefs

of Supply need to he defined.
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SpArrh for thp Pro ThScil.

Having identified ,ha" Jirectors of Supply haa careers

that were extremely sirnila. 'o each other, they were asked to

compl'?te a a set of critical incdents and a rating form to

determine the broad skill categories necessary to be a Chief of

Supply. Lt Col Peterson used a three part approach to determine

the broad skill categories needed by a COS First he identified the [

skill categories; next, he collected data on those skill categories;

and finally, he analyzed the data (Peterson, 1988c).

Broad Skill Categories, In 1955, Robert Katz wrote an article

defining three broad skills categories used by managers and leaders.

The theory behind these three categories is th,. t the technical,

human, and conceptual skills are capable of being learned. Katz

(1974) argues these skills are not considered inborn traits but
learnable skills (Katz, 1974:98).

As part of the 1955 article Katz defined and provided

examples of these three broad skill categories. According to Katz

(1955), technical skills are the proficiency in, or understanding of,

specific activities requiring the use of specialized procedures,
techniques, tools, methods, processes, or knowledg~e, Technical
skills are primarily concerned with working on a specific task. A

Chief of Supply is expected to have a full repertoire of technical

skills associated with the Air Force supply system. These technical j
skills may be acquired in a variety of ways. j

Early in a supply officer's career, usually within six months

after entering the career field, the officer attends a basic supply

6



officers course for ten weeks of technical training. This training,

conducted by Air Training Command (ATC), gives them the basic

knowledge of how a supply squadron functions day-to-day. ATC's

charter is to provide technical training, exclusive of any leadership

or management training, and is designed to be the lead-in to on-

the-job training conducted at the individual's home base (Ilisley,

1989), Technical skills are taught to junior or company grade

officers through the Supply Operations Officer Course

(introductory), the Fuels Management Officer course (introductory)

and .ne Advanced Supply Manegement Course (intermediate) (AFM

50-5, 1989: 3-70). Figure I contains the official descriptions of

the courses. Once the individual returns from technical training,

the sometimes formal, sometimes informal on-the job training

begins.

For example, one technical skill that a Chief of Supply needs

is the ability to interpret inventory effectiveness data. He uses

this skill to determine the health of the supply account. But a

manager cannot survive with only technical skills (Mann,

1965:73). A large part of any manager's day is continual

interaction with other people, a manager in supply is no exception.

Interpersonal skills are a part of the human skills category. Katz

(1955) defined human skills as those interpersonal skills that are

primarily used when working with people. These skills

demonstrate the ability to work with others, to communicate

effectively, to resoive conflict, and to be a team player. Human

7
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skills can include an understanding of bebavioral principles,

interpers nal relations, motivation, and communication (Katz,

1955:35). So, in addition to technical skills, a Chief of Supply is

expe-ted to have a full compliment of these human skills.

A supply officer is giv,2n very little formal training in the

area of human skills. When attending the technical school the

otflu.zrs do not receive any instruction on how to handle the 40 to

100 people working for them. The residence course classrooms are

designed strictly for teaching technical skills. When the officers

return to their bases they are initially expected to appiy those

technical skills. They are introduced to some human skills training

through the Lieutenants Professional Develop-nent Course and

Squadron Officer School (SOS). Human skills training is not

provided as extensively as is technical skills training

An example of a human skill imperative for a Chief of Supply

is disciplining subordinates. If a person is caught breaking a

regulation, one as minor as needing a haircut, or as important as

using drugs, the commander must be able to take disciplinary

actions against that individual and not rely on others to take care

of the problem. The Chief of Supply, as a commander, must

communicate with that individual about the nature of his wrong

doings, yet he also needs to ensure fair and irnpartial treatment

In addition to the technicai and human skills Katz identified,

one further skill category. Managers must also be able to look

past their own unit to analyze how their actions affect the whcle

organization Katz (1955) calls this the conceptual skills categorv
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Conceptual skills are thosz skills used to coordinate and integrate

the activities of the organization toward a common objective. The

leader must be able to deal with the organization as a whole. The

future of an organization depends on the aLity of the manager to

visualize how changes affect both the organization as a whole, and

all the other organizations it supports (Katz, 1955-35).

Conceptual skills become more important as the officer

reaches the mid-level leadership position (Mann, 1965:76). This

too is true in the supply career field. A Chief of Supply must be

able to understand how his/her actions affect the rest of the

organizations on the base which rely on the squadron's services.

An example of a conceptual skill is the hours the Chief of

Supply sets for the military vehicle gas station. The people who

use the base gas station to fill up their government owned vehicles

want 24 hour access, However, there are not enough people

assigned to the supply squadron to fill this demand. The hours the

COS sets must meet the needs of the base personnel without

demoralizing his people and harming the supply account.

In surnmar-y, Katz (1955) says the three broad skills

categories are learnable. Lt Col Peterson's goal was to determine,

using the Directors of Supply, which skill category(s) was needed j
to be an effective COS Next is the examination of the

methodology used to make that determination.

QitaColec,.on. The data were collected via a three part

survey Twenty three surveys were administered, one to e-ch of

the Directors of Supply. All surveys were returned for a one-
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hundred percent return rate The first two portions of the survey

were critical incidents. One part asked the Colonels to identify

successful critical incidents for a Chief of Supply which they had

witnessed in their careers. The second part asked for unsuccessful

critical incdents for a Chief of Suprply. Each Officer was allowed

to give as many examples as they wished. Twenty-five successful

and twenty-one unsuccessful incidences were reported (Peterson,

1988b).

Part three of the survey was a rating form listing the three

broad skills categories and standard definitions. Using one-hundred

percent as if it represented time, the Directors were asked to

report what per-cnt of their time they spent on each of the three

skills as a COS. Part three was taken after part one and two

were completed (Peterson, 1988b).

Data Analysis. Part three of the survey was analyzed first

A range, mean, and ranking for the rating was used to determine

the average amount of time the Directors spent in each of the

three categories as a COS, and in which category most of the time

was spent. The Directors of Supply reported that the majority of

their time was spent using human skills, conceptual skills were the

second most important, and technical skills were the least

important skill at the Chief of Supply level (Peterson, 1988b)

A content analysis of the critical incidents was used on the

data from parts one and two of the survey. Three independent

raters, who were knowledgeable about supply but not familiar with

Katz's three skill categores, analrzed each cr:ic,,. incdent The,,
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were given the three categories along with the same definitions

given to the Directors of Supply in part three. The raters were

then instructed to read each critical incident and identify which

skill category the incident demonstrated. Each rater worked

separately (Peterson, 1988b).

Table 1
Broad Skills Category Ranking

(Peterson, 1988b)

Percent of Time Spent for Each Category

Range Mean Rank

Technical 5-50 22 3

Human 20-70 50 1

Conceptual 18-70 28 2

When the raters had completed the surveys, the results

were compiled. First, the interrater reliability was computed.

Since the surveys were scored independently, the ideal results

would be that each critical incident was the same between raters

For every successful critical incident, if all three raters agreed on

the skill category, the reliability was rated 100 percent. If only

two agreed, the reliability was 67 percent. If none of the raters

agreed, the score was zero. A zero was used to keep the results

12



conservative. A percentage was calculated for each of the 25

critical incidents, summed and divided by 25. The result is a

percentile. The same procedure was used for the unsuccessful

critical incidents. The overall result of the calculations is the

interrater reliability rate. According to Peterson, a reliability of

greater than 75 percent is acceptable. This survey's interrater

reliability was extremely high. The interrater reliability rating

was 88 percent for successful and 89 percent for unsuccessful

incidents (Peterson, 1988b).

Since the Directors reported that 50 percent of their time

was spent on human skills, the hypothesized results of the critical

incidents analysis is that approximately 50 percent of the

successful incidents for a COS used human skills. The actual

percentage in which human skills were used was 60 percent. In

unsuccessful incidents, the human skill was missing 57 percent of

the time. All results of the analysis are shown in Table 2.

Lt Col Peterson's results from three different tests support the

conclusion that the skill category present in successful Chiefs of

Supply and absent in unsuccessful Chiefs of Supply was the same,

i e. the human skills category. Based on these results, the

human skill category is apparently the most important category

for a COS, followed next in priority by the conceptual sk;ll

category, This agrees with Katz's works .ompleted in 1955.

The executive board, baed on the findings of the survey,

deterrmned that the presence of a portfolio of human skills were

what rnekes the diflerence between supply officers selected for COS

13



and those not selected. However, the category of human skills is

too brnad, and a more specific set of skills is needed. The

objective of future research should be to define a set of skills from

which a training program could be established (Peterson, 1988b).

The purpose of this research is to determine what specific human

skills are needed to be a successful Chief of Supply.

Table 2
Critical Incidents Findings

(Peterson, 1988b)

Findings

Mean Successful Unsuccessful
Rating Incidents Incidents

Technical 22 12% 19%

Human 50 60% 57%

Conceptual 28 28F6 24%

Research ObJectives

This research will focus on:

1) Identification of core human skills necessary for Chiefs of

Supply.

2) Determine which of the identified core human skills.

require development in today's company grade officers.

3) Identify mneans of delivery for the core skills.

14



Investigative Questions

Each of the research objectives was needed to generate the

investigative questions.

(1) What human skills are critical for becoming a successful COS?

(2) Are 6upply officers deficient in those critical human skills?

,,,, uppiy officers ar Ieficient, wh- method(c) is most

appropriate for improving supply officers human skills')

Chapter I will review the human skills literature. From

that literature, a skills list will be built and used to design a

survey. Chapter III discusses the methodology used to analyze the

results of the survey. Chapter IV reports and discusses the

findings. Chapter V provides conclusions and recommendations.
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11. Literature Review

This chapter will review the broad skill categories discussed in

Chapter I, Each category will be discussed and examples given.

From that review, the broad skill category most important to the

mia-level manager will be identified so that specific skiiis necessa, y

for today's manager can be identified. The review of specific skills

will culminate in the development of a list of trainable skills.

Robert L. Katz

In 1955 the Harvard Business Review published an article by

Robert L Katz entitled "The Skills of an Effective Administrator."

In this article Katz, used flrst hand observation of executives at

work, and current field research in administration, to present a

new way to select and train executives. At that time industry

was searching for personality traits and attributes that would

identify the "ideal" executive capable of dealing with any problem,

at any time, in any organization Katz (1955) proposed that it

was the skills with which an administrator accomplishes hs task,

and not his traits, which make him effective. In this context, "A

skill ,-mi-hes an ability which can be developed, not necessarily

inborn, and which is manifested in performance, not merely in

potential" (Katz, 1955: 33-34). Because skills are developable and

measurable, it is possible to select administrators based on their

ability to perform effectively and not en the traits they possess
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An administrator is someone who directs people and obtaw's

certain objectives through the directing of others. Katz (1955)

proposed a taxonomy of three managerial skills necessary to be a

successful administrator: technical, human, and conceptual

(Katz, 1955: 34). These three categories are very broad but they

are the core set of managerial skills necessary to become a

successful administrator.

These broad skills are so closely related to each other that it

is often difficult to determine where one skill ends and the next

begins. However, despite their interrelatedness, these skills can be

examined separately to determine their importance as the level of

managerial responsibility varies.

Technical Skills. Technical skills are those skills using

specialized knowledge to perform a specific task. This implies an

understanding of, or proficiency in, specific tasks requiring

particular methods, processes, procedures, techniques, or

specialized tools (Katz, 1955: 34). When a pilot flies his airplane,

he is using a set of technical skills. Likewise, when a manager

reads a computer printout of the day's property transactions, he is

using his technical skills to assess the productivity and efficiency of

his subordinates. These skills have the greatest importance at the

lower levels of management (Katz, 1955:37). A supervisor must

be able to demonstrate technical competence to his subordinates in

order to train and evaluate that subordinate in a specific task.

Technical skills are the most observable skills because they

are concrete, they are concerned with objects and processes rather
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than people. People are hired to perform their own specialized

function at this level, because the skills are concrete and easy to

develop. Katz (1955) and Mann (1965) state that technical skills

are trained through formal training in professional schools,

vocational schools, on-the-job training programs, or a combination

of academic and apprenticeship programs.

Hu aSkil Human skills are primarily concerned with

the ability to work with other peor'- effectively. Human skills

refer to the ability to understa. and motivate individuals and

groups, communicate effectively, and resolve conflict (Katz,

1955:34). The mid-level supe2rvisor must be able to convey

through words and actions his expectations to his subordinates.

Communication to a subordinate about performance is also a

human skill.

Human skills are less observ'ble than are technical skills

because they involve people's perceptions. It is ir, perative that

the administrator be consistent in his performance and in his

actions. Because human skills are an integral part of everyday

actions, it is much easier to describe inadequate human skills than

to describe highly skillful performance (Katz, 1955:35).

Although difficult, human skills can be developed without

formalized training, but most individuals require some form of

coaching. Several methods of performing .he coaching are

personalized instruction, group role playing, classroom instruction,

and supervisor involvement on-the-job. While learning by using

I
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only a textbook is valuable for human skills, it is important to

have interactive methods of learning (Katz, 1955:41).

Conceptual Skills. Conceptual skills are those skills used to

coordinate and integrate the activities of the organization toward a

common objective. The leader must be able to deal with the

organization as a whole. The future of an organization depends on

the ability ot the manager to -. .. lize how changes in the

organization affect both the organization as a whole, and all the

units it supports (Katz, 1955:35).

Conceptual skills are an abstract concept, yet these are the

skills that are most important at the top level (Katz, 1955:38).

For example, a top level manager must be able to determine

emphasis and priorities among conflicting objectives. The

administrator must be able to visualize the future of the

organization and predict where the organization must head to

remain successful. The future of the organization depends on the

ability of the leader to determine the social and political forces that

affect the business (Katz, 1955:36).

One way managers can develop better conceptual skills is

through coaching by sup.ricrs. Success depends on the

supervisor's abilities and hi3 willingness to help. Other ways to

develop conceptual skills involve special essignments, man gement

boards, specific complex situational classroom exercises, and on-

the-job learning (Katz, 1955:41).

Concentrating on the skills of an administrator, offers a

frame of reference that is more directly applicable to performance
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measurement and subject to less misinterpretation. in 1965,

Katz's work on the three core skills was replicated and validated

by Floyd C. Mann, who studied the leadership role in a formal

organization. Mann's work will be discussed next.

Floy.Mann

Floyd C. Mann published an article, entitled "Toward an

Understanding of the Leadership Role in Formal Organizations, " in

the book Leadership and Productivty. In this article, Mann

(1965) discusses his concept of the role of a supervisor, manager,

or leader in a large organization. These concepts stern from

empirical research findings compiled at the University of Michigan

(Mann, 1965 :78). The focus rests on what skills the supervisor

needs to function effectively on a day-to-day basis. Mann's

findings parallel and validate Katz's (1955) research.

Mann concluded that the supervisors role, at any level in the

organization, is to function as the linking pin integrating

subordinate needs with organizational goals. As such, the

supervisor performs several functions: 1) directing and

coordinating subordinate tasks and activities, 2) relating those

tasks to other work groups functioning at the same level, and 3)

relating the group activities to the next higher and lower levels in

the organization. To do this he must possess three essential skills:

technical competence, human-relations competence, and

administrative competence (Mann, 1965 70-73).
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Although Mann (1965) and Katz (1955) named their skill

categories differently, they are essentially the same set of skills.

Both authors recognize that all supervisors must have a minimum

level of all skills, but both authors also note that the amount may

vary with job responsibility.

Technical Skills. Technical skill or competence is the direction

of performance, the performance of specific tasks and activities

that require the ability to use pertinent knowledge, equipment,

techniques, and methods (Mann, 1965:73). The higher the

specialization, the greater the need for technical competence.

Technical skils are generally associated with concrete tasks, motor

skills, and task competence; however, they can also be associated

with particular professional roles and affiliations (Mann, 1965:74).

A doctor requires the ability to diagnose and treat a patient and

may even be required to perform surgery. While these tasks are

somewhat abstract, technical competence and technical skills are

required for successful accomplishment of the doctor's role.

Human-Relations Skill. Human-relations skill or competence

is the ability to use pertinent knowledge and methods to deal with

people effectively. This involves working with and through

subordinates, other supervisors at the same level, superiors, and

occasionally specialists from ,,rithin and outside the organization

(Mann, 1965:74).

The supervisor needs to be able to use his human-relations

skills to integrate the organizational objectives with the individual

needs. fhis requires understanding and identification of the needs
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of others in the organization. At times, the administrator will be

required to coordinate the goals of superiors and subordinates; at

other times the executive will need to create, modify, or shift the

goals of the individual to those of the organization. The supervisor

with human-relatious skills understands the principles of behavior f

and how they affect not only himself, but others in the :

organization. The administrator manages the personal relations in t
a unit by managing the emotional and motivational dimensions of

the people around him (Mann, 1965:74-75).

Administrative Skills. Administrative skill or competence is

the ability to plan and coordinate activities for the whole

organization, assign tasks, and delegate authority and

responsibility. All efforts require the administrator to have the

ability to think and act in terms of the organization as a whole,

and not acting in response to the needs or ,-als of individuals or

groups (Marn, 1965:75).

The administrator must also be able to coordinate the

activities of one organization with other organizations as well as

people, levels, and departments within his own organization.

According to Mann (1965) there is no substitute for administrative

competence at the top of the hierarchy.

Parallelism Between Studies. In the two articles written by

different people over ten years apart, a set of three core skills

were identified as critical to the success of managers. Katz (1955) I
identified these skills as technical, human, and conceptual. Mann

(1965) identified the same three skills but called them technical,

22
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human-relations, and administrative. As shown in the preceding

discussions of the two mens work, the skills are one in the same.

For simplicity, the skills will be referred to by only one of these

names for the remainder of the paper: both used the term

technical skills; human and human-relations skills will be referred

to as human skills, and conceptual and administrative skills will be

referred to as conceptual skills.

Study Results, Supervisors should have a minimum level of

the three broad core skills (Mann, 1965:73). However, the skill I
mix may vary by organization and level of responsibility within

the organiza'ion. At the lowest levels technical and human skills

are the most important. The supervisor must be competent in the

specific tashs he/she is responsible for as well as understanding the

goals and motivations of the people that work for him/her. Once

promoted to mid-level management, technical skills become less

important, and the need for conceptual skills begins to increase

(Mann, 1965:76-77). At the intermediate or mid-level the

manager should be primarily concerned with human skills. (S)he

must now be tble to recognize where his/her department or unit

fits mto the organization as a whole, and how his/her actions will

affect other parts of the organization. At the top--management

level, the human skills become subordinate to the need for

conceptual skills. However, the need for sensitivity and self-

awareness indicates that human skills are still very important

even at the top-management level (Mann, 1965.76, Katz,

1956 37)
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,,11Intrrltin Katz (1955), Mann (1965), and Ulschak
(1983) all recognize that managers require the ability to translate

knowledge into action at each level of responsiDility (see Table 3).

Executive development programs can benefit both the organization

and managers by emphasizing the appropriate skill] at each

management level. The breakdown shown in Table 3 indicates

quantitative training guidelines for each specific skill level as

derived by Ulschak.

Table 3
Degree of Competence Required at Each Core Skill Level

(Ulschak, 1983 156)

First-line
Executive Mid-level Supervisor

I
Concept.,.] 47% 31% 18%

Human 35% 42% 35%

Technical 18% 27% 47%

I

Inpact of Skills Literature Today In two separate studies

Katz (195) and Mann (1965) determined that a mix of these

three broad core skills were essential for success a5 a manager

Over twenty years later these findings and prncipies are still being
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applied. A review of current Principles of Management textbooks,

completed by Peterson (1988), reveals the impact of Katz's work

in the management field today.

Tim 0. Peterson

in 1988 Tim 0 Peterson, as part of his dissertation research,

conducted a review of 15 Princples of Management textbooks The

15 texts were chosen for examination by three management

professors. The textbooks were revieweC for references to Katz's

work. Twelve of the 15 texts listed technical, human, and

conceptual skills as skills necessary for managerial success,

however, many of the books also included new skills. Together the

textbooks compiled a core set of the ten skills listed in Figure 2

The additional skills attempt to capture some specific portion of

Katz's three broad categories (Peterson, 1988d27).

From the definitions given in Fgure 2. the new skills appear

to be subsets of the three core skills defined by Katz (1955) In

time, the additional skills may become categories in their own

right. Figure 3 represents a pictorial representation of the skills

and how they interrelate as conceptualized by Peterson. The

administrative skill in Peterson's model acts as the linking pin for

all other skills (Peterson, 1988d: 23)

The exact set of skills needed to become a successful manager

still have not been defined, only the broad categories. The next

section will be devoted to compiling a specifc list of skilis from

25

L I



current research. Most of the current literature is airmed at

leadership, which encompasses many of the human skills

Skill Definition

Tecbnical Ability to use methods, procedures, processes,
tools, techniques, and specialized knowledge to
perform specific tasks (Katz, 1955. 1974)

Analytic Ability to identify key variables, see how they
are interrelated, and decide which ones should

receive the most attention (1vancevich,

Donnelly. & Gibson. 1986; Griffin. 1987)

Decision-Aaking Ability to choose effective solutions from among

alternatives (Ivancevich, Donnelly, & Gibson,

1986)

Ruman Ability to work cooperatively with others, to

communicate effectively, to mctivate and train

others, to resolve conflicts. and to be a team

player (Katz., 1955, 1974)

Commuication Ability to send and receive information.
thoughts, and feelings. which create common

undarstanding and meaning (Hellriegel & Slocum,

1986; Ivancevich. Donnelly, & Gibson. 1986)

Interpersonal Ability to develop and maintain a trusting and

open relationship vith superiors, subordinates
and peers to facilitate the free exchange of

informacion and provide a productive work

setting (Griffin, 1987)

Figure 2. A Compilation of Managerial Skills as Identif'ed by
Fifteen Principles of Management Textbooks

(Peterson, Iq8d 24-2%)
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Skill Definition

Concept-ual Ability to see the organization as a whole and
to solve problems from a systemic point of view
(Katz. 1955, 1974)

Diagnostic Ability to determine the probable cause of a
problem from examining the symptoms whcn are
observed by the manager (Szilagi, 1984, Criffin.
1987)

Flexibility Ability to deal with ambiguous and complex
situations arnd rapidly changing demands (Hitt,
Middlemist. & Mathis, 1986)

Adminitrative Ability to follow policies and procedures.
process paperwork in an oderly manner, and
aanage oxpenditures within the limits set by

the budget (Megginson. Mosley, & Piecri. 1986).

Figure 2. Continued
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Figure 3 Managerial Skills Model
(Peterson, lq88d 2t')
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David D. Van Fleet and Gary A Yuk!

In 1986, Volume 3 of Monographs in Organizational Behavior

and Industrial Relations. entitled "Military Leadership: An

Organizational Perspective" was published. This book looked strictly

at the behavior of military lead.rs, and focused on gaining a

better understanding of military leadership. Many previous studies

had been -accomplished using the military as part of their subject

pool, however tiere was never any clear distinction between

military and business leadership, even though there is some

evidence that suggests that the two leadership styles are

situationally distinct. This distinction is still being ignored today.

Much of the leadership training for military members comes

without any modification from the leadership theories which are

being taught in the business schools (Van Fleet and Yukl,

1986:11).

Broadly defined categories such as those used by Katz (1955),

Mann (1965), and Peterson (1988) are too general to provide

anyting but a simplistic view of leaders. To be able to quantify

which leader behaviors are necessary in a good military leader,

the broad skill categories must be more specific.

What is needed is a taxonomy that is broad enough to be

used in any organization, yet not so detailed that it can only be

used in specific situations or organizations. The categories should

lend themselves to use by a variety of measurement techniques

such as questionnaire, classification by critical incidents, diaries,
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direct observation, and other research methodologies (Van Fleet

and Yukl, 1986:37).

Method of Van Fleet and Yukl's Study. Yukl and his

colleagues, through a 7 year program of research, identified

meaningful and measurable categories. The result was 23 distinct

behavioral categories of leadership (Van Fleet and Yukl, 1986:37).

Van Fleet and Yukl (1986) then used these categories to conduct

their study of skills and behavior needed by the military officer.

Just as Katz's categories were not entirely independent, neither are

these; however, they are conceptually distinct (Van Fleet and

Yukl, 1986:37). The 23 categories are listed in Figure 4.

Yukl's behavior taxonomy corresponds closely to the topics in the

Armed Forces Officer and The US Army Leadership Assessment

Categories in Figure 5.

MZdo12y Van Fleet and Yukl (1986) tested the

taxonomy using a multi-method approach. By doing so they were

able to overcome many of the limitations of the previous studies.

The multi-method approach used both critical incidents and

questionnaire-correlational analysis to examine combat and non-

combat behaviors (Van Fleet and Yukl, 1986:46-54). The new

taxonomy was also used to perform a career description analysis

based on biographies and autobiographies written about military

leaders (Van Fleet and Yukl, 1986:65).

Results. The results of the four studies were very consistent

despite the differences in methodology (Van Fleet and Yukl,

1986:54). Four behaviors were found to be significant in all non-
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combatant situations: inspiration, performance emphasis,

clarifying work roles, and consideration. The behavior of

criticism/discipline was mentioned in most situations. Four

wartime behaviors were mentioned as significant in all combatant

behaviors: inspiration, performance emphasis, clarifying work

roles, and problem solving. Planning was mentioned as significant

in most situations (Van Fleet and Yukl, 1986: 91). As expected

there were differences in the behaviors necessary during non-

combat versus combat situations. Although there were differences

in the relationship between the two situations, the results were

not dichotomous.

Yukl's Taxonomy

Disseminating Information Emphasizing Performance
Structure Reward Contingencies Facilitating the Work
Planning Innovating
Problem Solving Managing Conflict
Representing the Unit Monitoring the Environment
Monitoring Operations Criticism
Administering Discipline Delegating
Encouraging Decision Participation Goal Setting
Clarifying Work Roles Training-Coaching
Career Counseling Showing Consideration
Facilitating Cooperation and Teamwork
Providing Praise and Recognition Inspiring Subordinates

Figure 4 Yukl's New Taxcnomy
(Van Fleet and Yukl, 198639)
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Armed Formes Olicer (Chaper T'ide) YukJ Taxonomy Army LAP

Group Nature ,Manaing Conflict Decsion Making:
Faclitatng Cooperation and Teamwork Judgment

In a ment Monioring the Environment Problem Analysi
Knowing Your Job Innovatmg Dec..
Mission Problem Solving

- -- Emphaimg Performance Adminmratuve:
-"Manning Planning and Ornwng

Delegating Iiipuo
Encourage DecisionPaupio

Usng Riward arid Punishment Sructuring Reward Contangenic s Adminisr-ative Control
Pvrovding Praise and RecOplj. o

Discpline Adminiwennq Discipline

Mona.. :ng Operations
Facilitating the Work

Writing and Speaking Information Dissemination Communication
Goal Setting - Interpersonal:

Keepmg Ynur Me" Infored Clarifying Work Roles Influence
The trt of Instri cion .Train-ng-Coching
Counwirig Your Men- Career Counseling tSuti tvity
Planning Your Caree
Knowledge of Your Men
Your LelaUOnrhip with Your henConsiderauon
Your Men's Moral and Physiyal Welfare
Le.aders and Leadership . Ptrsonal/Moivauona.
Morale - Inspiring Subordinates Initiative
Esprit Represenung the Unit

Figure 5. Approximate Correspondence of New Taxonomy with
Selected Military Approaches

(Van Fleet and Yukl, i,86,40)

The successful use of multi-method strategy and the

superiority of the new behavior taxonomy for describing leader

behavior point the way toward greater applica-:ons of these

methcdolog:cai innovations in reearcn on rnlitary le.dersh.p,.

t
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p
especially from a behavior perspective. The implications also apply

to the civilian world. An analogy can be made between a combat

situation and a dynamic, threatening environment in business, or

between a stable, benign situation in business and the non combat

situation faced by military leaders (Van Fleet and Yukl, 1986 61).

Gary A. Yukl

Gary A. Yukl (1988), discussing leader behavior, stated that

"A major problem in research on the content of leadership

behavior has been the identification of behavior categories that are

relevant and meaningful" (Yuk], 1988: 92). Over the past four

decades many behavioral taxonomies have been devisei.

Unfortunately what is key to one taxonomy i- absent from the

next. Sometimes different terms are used to define the same

concept and other times the same word is used to define different

concepts. Yukl (1988) states that the reasen for the differences

are: 1) the purpose of the taxonomy, 2) the level of abstraction

used in the taxonomy, and 3) the methodology used to build the

taxonomy (Yukl, 1988:92).

The lack of similarities between taxonomies, prompted a

seven year study by Yukl and his colleagues to identify meaningful

and measurable categories of leader behavior. The list used by

Van Fleet and Yukl (1986) was from a nreliminary report on the

seven year study (Van Fleet and Yukl, 1986:37). In 1981, Yukl

published the book Leadership in Organizations in which there

were 19 c.ategories of leader behavior When the second edition
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was published in 1988, the further research and refinement left

the taxonomy with only eleven categories. The progression of the

taxonomy is illustrated in Figure 6,

Yukl used a combination of factor analysis, judgmental I

classification, and theoretical deduction to build his taxonomies f
(Yukl, 1988:128). The taxonomies were useful in determining

what skills managers and leaders need based on research conducted

by other people. Henry Mintzberg developed his list of managerial

skills by conducting his own empirical research.

Henry Mintzberg

Henry Mintzberg's (1973) book The Nature of Manageral

Work, was the beginning of a new era in behavioral science

research. His findings generally contradicted traditional beliefs and

literature about what managers really do. The work was based

entirely on evidence from empirical studies of managerial work.

His subjects included: diaries of senior and middle managers;

observation of street gang leaders, hospital administrators, and

production supervisors; analysis of working records from the

Presidents of the United States; activity sampling of foremen's

work; and structured observations of chief executive officers. This

book focused on what real managers do (Mintzberg, 19734)

The study identified five distinguishing characteristics of

managers: 1) they work at an unrelenting pace with little or no

breaks, often taking work home; 2) the managers activities are
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characterized by brevity, variety, and fragmentation; 3) most

managers work with current information, little effort is expended

on reflective planning; 4) one-third of the managers time is spent

communicating with outsiders and another one-third to one-half is

spent communicating with subordinates, and 5) two-thirds of the

communication is oral, usually by telephone or unscheduled

meetings (Mintzberg, 1973:28-41).

The study resulted in several major conclusions. First,

despite some exceptions, managers fit into ten roles and six sets of

working characteristics regardless of their jobs. Contrary to

popular belief, managerial jobs are quite similar. Second, the

manager is both a specialist and a generalist. He is a specialist as

a manager, yet he is a generalist within the organization. Third,

the job of managing is composed of skills which are not well

known or understood. The final conclusion is that the manager

derives most of his power from the information around him

(Mintzberg, 1973:4).

The Roles of a Manager, Minzzberg determined, with no

clear justification, that all the managerial activities could be

divided into three categories: interpersonal relationships, transfer of
information, and decision making (Mintzberg, 1973:55).
Mintzberg then used these three groups to categorize the ten

managerial roles, The interpersonal roles are the figurehead, the

leader, and the liaison. The informational roles are the monitor,

the disseminator, and the spokesman. The decisional roles are the

entrepreneur, the disturbance handler, the resource aliocator, and
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the negotiator. These roles are all observable, with some actions

actually fitting into several categories (Mintzberg, 1973:55-59). i

Some of these individual categories correspond to similar findings in

the research accomplished by Katz (1955), Mann (1965), Peterson

(1988), Van Fleet and Yukl (1986), and Yukl (1988). Each of

Mintzberg's managerial roles, except the figurehead role, align with

at least one of the categories used by Van Fleet and Yukl, For the

figurehead role there was no clear alignment with an existing

category. The associations between authors shown in Figure 8 was

adopted from Van Fleet and Yukl (1936).

'An important difference between the Mintzberg and Yukl

taxonomies is the capacity of Yukl's to describe how a manager

relates to his subordinates, directs them, and motivates them

(Van Fleet and Yukl, 1986: 37). As shown in Figure 7,

Mintzberg's leader behavior role corresponds to 12 of Yukl's

behaviors. Despite the drawback of Mintzberg's (1973) model, the

study of his ten roles provided eight essential skills that managers

need and which can be taught (Mintzberg, 1973:188). These eight

skills align themselves with the ten managerial roles, providing a I
method of teaching the specific skillsasociate. with the job of

managing. The students of management need to learn peer skills,

leadership skills, conflict-resolution skills, information processing

skills, decision making skills under ambiguity, resource

allocation skills, entrepreneurial skills, and introspection skills

(Mintzberg, 1973188-193).
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Mintzberg Yukl

Figurehead Disseminating Information
Disseminator - Emphasizing Performance

Structuring Reward Contingencies
Resource Alloca-or . Facilitating the Work

Planning
Entrepreneur Innovating

Disturbance Handler Problem Solving
Negotiator _ Managing Conflict
Spokesperson Representing me Lnit
Liaison ,,Monitoring the Environment
Monitor Monitoring Operations

Criticism
Administering Discipline
Delegating
Encouraging Decision Participation
Goal Setting

Leader Clarifying Wo;k Roles
Training-Coaching
Career Counseling
Showing Consideration
Facilitating Cooperation and Teamwork J
Providing Praise and Recognition

Inspiring Subordinates

F:;ure 7 Approx'mate Corrnspondenc? of New Tc:xcr rr,- V ,,.
Mintzberg's Tbxoncrn

(Van F1 e, ..
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Like Mintzberg (1 73), Luthans, Hodgetts, and Rosankrantz

(1988) studied managers from all levels. However, their sample

studied only middle-of the-road organizations. This study was the

first to examine the day-to-day routines of managers (LuthIAns, ,,t

al. , 19 a:xiii) .

FrId Luthans Richard M Hodgetts. and Stuart A. Rosenkrantz

The book Real Managers. by Luthans, Hodgetts, and

IRosenkrantz, was the culmination of a iour year study, using

multiple methods of data collection. The goal of this book was also

to replace the myths regarding the nature of managerial work,
Zwith a systematic analysis of what real managers do on a day-to-

day basis. The authors are the first to empirically examine

managers at all levels using middle-of-the-road organizations.

I uthans, et al. also explored the differences between effective

managers and their unsuccessful counterparts (Luthans, et al

1988: xiii-xv).

The study utilized unstructured observation, trained

[observers in natural settings, intensive interviews, and

standardized questionnaires to gather data. Unstructured

observatIon was conducted using forty-four managers who were

observed for 440 hours over a two week period The results are

summarized n Figure 8 This information was then validated by

interviewing 165 different managers. Once Luthans, et al. were

satisf'ed that they had an accurate representat:on of what real

manager; do, they focued on the relative occurrente -f these
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activities by observing 248 differe:nt managers. The resulting

distribution of real managers activities, are shown indrpidually in

Figure 9 -and sumnmari-Zed into four categor:es in F~~1

(L-uthans, et al. ,1988 '24-27). T-,, dis~rnbut.on of ~~::~

re~nor~e Minzberg's (1973) findings that managers performn

many tasks, requiring many skills.

Type of ACtivity Diescriptov Categories
Derived 1,0,, Pree Observation

Routine Communication----- 
Ecagn fornn

H-andling paperwork

Planning

Traditional management Decisio nmaking

Controlling

Nelv~fk-ngInteracting 
with outsiders

I' Socializing/Polittick-ng

Motivating/Reinforcing

-~~ Diciplining/Punish in g

Humran RAesource Management hUi ~Managing conflict

Staffing
Trai.-iingt/ evelooing
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Exchanging Iniformaiion (IS%) Managing Conflict (4%1
Moilivaling/RipinforCing (5%)

Handling Trainingl
papervWii (14%) De~loping (6%)

Controlling (6%)

Manning 0 3% ( ) 5cializin(Poi.,ic king (9%)

Initefacrting with Outs-der (10%)

Figure 9. Distribution of Real Managers' Activities
(Lutharis, et al., 1988:26)

Nftwo0(rkan 19%)

Traditiocnal
Management (32%)

H
4 uman £etwijrtn (20%)

tOiutine Com-uiication (29%)

Figure 10. Distribution of Real Managers' Activities Sumnmarized
(Luthans, et al., 1988 27)
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The approximate correspondence between Luthans and others

skills and Yukl's taxonomy is shown in Figure 11. As shown in

Figure 11, with the exception of staffing, managerial activities

identified by Luthans, et al. (1988) generally correspond to Yukl's

taxonomy.

Luthans, Hodgetts, and Rosenkrantz Yukl

exchanging information = disseminating information
handling paperwork -emphasizing performance

structuring reward contingencies
-facilitating cooperation and teamwork

motivating/reinforcing providing praise and recognition
-- inspiring subordinates

facilitating the work
showing consideration

planning -- planning
innovating

decision making problem solring
encouraging decision participation

socializing/politicking -representing the unit
interacting with outsiders-/- monitoring the environment

- monitoring operations
controlling +- delegating

goal setting
managing conflict

managing conflict - criticism
administering discipline
clarifying work roles

training and developing training-coaching
staffing < career counselling

Figure 11. Relationship Between Luthans', Hodgetts' and
Rosenkrantz's Activities and Yukl's Taxonomy
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MVintzberg (1973) stated that one-third to one-half of the

manager's job is communicating with subordinates and another

one-third of their time communicating with people outside the

organization. Luthans, et al. (1968) showed managers using 29

percent of their time for routine communication. Yukl uses only

disseminating information to account for the communication

process. He does not specify the amount of time spent

disseminating information (Van Fleet and Yukl, 1986:37).

Even though the amounts of time spent in communication is

not constant, communication is still shown to have a great impact

on the effectiveness of the manager Because of this,

communication in the work place will be investigated in more

detail in the next section.

Larry F. Penlhy And Brian Hawkins

The topic of communication was not specifically addressed by

Van Fleet and Yukl (1986). They combined many types of

communication into a broad category labeled disseminating

information. Mintzberg (1973) uses the roles of monitor,

disseminator, and spokesman to fulfill the information or

communication activity. Luthans, et al (1988) describe

communication through the activities of exchanging routine

information and handling paperwork.

All communication within an organization is not the same.

Focusing on the purpose or content of communication clarifies the

role communication plays in the organization and integrates

communication directly into leadership. Larry E. Penley and
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Brian Hawkins published an article titled "Structuring Interpersonal

Communication in Organizations: A Leadership Application." Their

purpose was to develop measures on content-oriented dimensions of

organizational communication to measure interpersonal

communication between superiors and subordinates, and to describe

the interpersonal communication that subordinates associate with

leadership (Penley and Hawkins, 1985: 309-310).

Data were collected from 150 randomly selected people out of

an organization of 600 people via questionnaire. Their study

focused on five categories of supervisor/subordinate communication:

task communication, performance communication, career

communication, communication responsiveness, and personal

communication (Penley and Hawkins, 1985:313).

Task communication measures the extent to which

supervisors explain policy, job requirements, and changes in the

work place (Penley and Hawkins, 1985:313). This skill relates to

Van Fleet and Yukl's skills of facilitating work and clarifying work

roles.

Performance communication measures the extent to which

supervisors communicate how well a subordinate is doing in his job

or the quality of his output (Penley and Hawkins, 1985:313).

This skill relates to Van Fleet and Yukl's skills of providing praise

and recognition, emphasizing performance, and monitoring

operations.

Career communication measures the extent to which

supervisors provide career guidance and training opportunities to
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subordinates (Penley and Hawkins, 1985: 314). This skill relates to

Van Fleet and Yukl's skills of career counselling and training-

coaching.

Communication responsiveness measures the extent to which

a leader listans and provides feedback to subordinates' questions or

actions (Penley anc Hawkins, 1985:314). This skill does not have

a direct relationship to any of Van Fleet and Yukl's skills, but can

be divided into two separate categories, listening and feedback.

Personal communication measures the extent to which.

supervisors and subordinates discuss non-work related issues such

as family and hobbies (Penley and Hawkins, 1985:314). This skill

also does not have any direct relationship to Van Fleet and Yukl's

skills.

The results of the study show that although communication

can be measured, it is the perception of communication behaviors

rather than the actual communication behaviors that are

measured. This is true because communication is not only

measured by what is said to subordinates, but also how it is said.

Because of this, behdvior patterns cannot be presumed to produce

consistent stable results, regardless of the situation. However, the

leaders who were perceived as showing consideration were also

those perceived to communicate better, thus they were more

effective (Penley and Hawkins, 1985:319-323).

Daniel Katz and Robert L. Kahn, Katz and Kahn (1978) also

discuss the importance of communication. They stated that there

are five types of superior-subordinate communication: job
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instruction, job rationale, procedures and practices, feedback, and

indoctrination of goals (Katz and Kahn, 1978:440). Figure 12

shows the relationship between the communication categories from

the two studies.

Penley and Hawkins Katz and Kahn I

task communication job structure

performance communication job rationale

career communication procedures and practices

communication responsiveness feedback

personal communication indoctrination of goals

Figure 12. Relationship between the Communication Skills of
Penley and Hawkins Versus Katz and Kahn.

Other Significant Works

While the authors reviewed above provided many skills

necessary for effective leadership, management, and

administration, their lists are not all inclusive. Other authors

have documented skills in addition to those previously listed which

are important in ensuring managerial effectiveness.

David A. Whetten and Kim S Cameron, Cameror and

Whetten conducted an extensive literature review and studied over

400 practicing managers from private and public organizations.
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The result was a list of nine critical management skills based on

four general criteria. First, a combination of stress management

and conflict resolution skills are a prerequisite for effectiveness.

Second, the focus is on characteristics of fundamental mdnagement

topics based on organizational behavior theory and research.

Third, the list of skills is composed only of trainable

characteristics. Lastly, the skills were selected because of their

applicability to most organizational and managerial positions

(Whetten a, J Cameron, 1984:5). The nine skills are: developing

self--awarengss, managing personal stress, solving problems

creatively, establishing supportive communication, gaining power

and influence, improving performance through motivatior,

delegating and decision making, managing conflict, and conducting

effective group meetings. (Whetten and Cameron, 1984:6). Of the

skills presented, four are different than those previously discussed.

The newly identified skills are developing self-awareness, managing

personal stress, gaining power and influence, and conducting

effective group meetings.

John J. Morse and Francis R. Warier. Morse and Wagner

developed an instrument to evaluate effective managerial

performance. The instrument, developed from interviews and

reviews of organization behavior and managerial performance, was

reviewed to identify concrete elements of behavior associated with

effectiveness. The 106 item statements, from the questionnaire,
are based on Mintzberg's (1973) nine managerial roles. The rcles

are strategic problem solving, resource rmanaging, conflict
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handling, organizing, information handling, motivating, providing

for growth and development, coordinating, and managing
organizational environment. (Morse and Wagner, 1978:23-24).

A revision of the instrument combined several of the

categories and resulted in a six factor instrument. These six

factors, although distinct, all interrelate to show the similarities

and differences of managerial work. The new characteristics are:

managing the organization's environment and its resources,

organizing and controlling, handling information, providing for

growth and development, motivating and handling conflict, and

strategic problem solving (Morse and Wagner, 1978:25-28). Each

of these six roles correlate to existing skills used by Van Fleet and

Yukl (1986).

Richard E. Byrd. Richard Byrd (1987) in his article

"Corporate Leadership Skills,' noted that with a constantly

changing environment the traditional categories of planning,

controlling, leading, organizing, and motivating ars no longer

adequate. These five categories work well within a closed system

or a clearly defined organizational structure; however, today's

managers must also work outside the well defined structure. To

do so, new skills are needed by managers at every level of the

organization. These new skills can still be described using the old-

fashioned term leadership (Byrd, 1987:35).

Byrd (1987), through his experiences and literature,

synthesized the needs of leaders into five categories. His categories

include: anticipatory skills, visioning skills, value-congruent skills
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empowerment skills, and self-understanding skills, Within each

category he listed several specific skills (Byrd, 1987:35-36).

Anticipatory skills focus c: serving the customer in new

ways. To do this a manager must be able to communicate a

shared undarstanding, and use networking to build commitment

rather than compliance. The manger also needs to have political

skills to cope with conflicting requirements (Byrd, 1987:37-38).

Visioning skills are the ability to create verbal and mental

pictures of the future of the organization. It involves having the

foresight to see where the organization is headed, then using

subordinates to help shape that vision. Involving the subo,-dinates

will help ensure commitment (Byrd, 1987:38). (
Value-congruence skills utilize the basic assumptions and

beliefs about the nature of the organization, mission, people, and

relationships within the organization. The leader must know and

understand the values of the organization. The leader must then

act consistently, following his principles and those of the

orga:nization, and teach those values to his subordinates (Byrd,

1987-.39).

Empowerment skills are used to unlock the motivation of

others through delegation of authority. Leaders gain power by

encouraging employee development, not by stifling it (Byrd,

1987:40).

Self-understanding skills allow a leader to recognize his

strengths and weaknesses. A leader can build a staff that will

compensate for his shortcomings, once they are recognized and
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capitalize on his strengths. A leader must be open to feedback and

have an appetite for self-learning and development (Byrd,

1987:41-42).

James W. Hall-Sheehy. Upon return from Vietnam, Hall-

Sheehy searched for a managerial job. He noticed resistance of

employers to hire Vietnam veterans. Once he obtained a

managerial job he set out to determine if any one else had

experienced the negativism he did. During his search for others,

he also wanted to determine what skills these managers had used

in Vietnam that carried over to the business world. The useful

skills he identified are: listening, delegating, communicating,

working with others, working well under pressure, and having a

willingness to question existing policies and procedures (Hall-

Sheehy, 1986:117-125).

The Supply Officers Guide SupDlement. The supplement to

the -upply Officers Guide primarily focuses on supervisory

interviewing. The topics used during interviewing a subordinate

can be directly related to skills necessary for an effective manager.

The supervisor conducting the interview needs to possess the skills

of clarifying the individual's work roles, explaining performance

expectations, providing feedback, discussing personal-problem

solving, and providing career counseling (Howard, et al., 1988: 18-

23). This supplement has no empirical basis for selection criteria.

The authors and reviewers compiled the list based upon their own

experience in supply organizations.

50

----- -



Personal Experience. Finally, my four years experience at

base level supply has provided me with some insight as to what

skills are necessary for effective leadership as a Chief of Supply.

Several skills considered important were not encountered during

the review of literature. They are: enthusiasm, truthfulness,

flexibility, judgement, gaining subordinate and supervisory trust,

and getting along with people.

Building a Skills List

A common list of skills was derived from all the proceeding

sources. Duplicate ideas, although good for verification, have

already been identified; therefore, they wll not be referenced for

the remainder of this paper.

Prior to the completion of the study by Van Fleet and Yukl

(1986), all studies of organizaticnal behavior related to the

business world. Military people were used during the study, but
separate results were never published. Van Fleet and Yukl

determined that the military manager/leader, although having

many similarities with corporate executives, did require some

different skills to function effectively (Van Fleet and Yukl,

1986:61).

The review of literature was aimed at exploring current and f

past literature to determine what skills were needed for leaders to

be effective. As noted above, the military does have some

different requirements than does the business community

However, many military training programs still teach strictly from
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research aimed at the private sector. Van Fleet and Yul's skills

list was valid and reliable when uced for both the military a d

civilians. They also had figures which provided approximate

correlation to Mintzber3's (1973) ten managerial roles which were

based solely on civilian leaders. As Mintzberg (1973) points out,

all managerial jobs are similar regardless of the place of

employment. Because of this similarity, correlations between

military leaders and civilian managers is still meaningful. The

list of skills to be tested are sho,,.n in Figure 13.

Training Needs Anajysis

Quite otten when a manager senses a human performance

problem the immediate response is to invent or build a new

training program to correct the deficiency. Unfortunately, by

reacting quickly the obvious solution probably will not fix the real

problem (Zemke and Krdrnlinger, 1988:3), What is really j

necessary is a determination of organizational needs. Three

questions need to be answered during analysis- Where is the

training needed? What skill(s) is needed to perform the job

effectively? and Who needs what kind of training? (Wexley and

Latham, 1981:28).

Through a search of the literature the three broad skills

categories were identified: technical, human, and administrative.

Once the broad categories were identified, the focis of the research

shifted to the category needed most by the mid-level manager,
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Human Skills

Emphasizes Performance lnsp.:rl-n Subordinates
Provides Praise and Recognition Structures Reward Contingenc:es
Clar:fes Work Roles Set Goals
Delegates Plans and Organizes
Foresight Solving Problems
Facilitates Teamwork Manages Conflict
Criticizes -.drninisters Discipline
Task Communication Performance Comr-,unication
Career Communication Personal Commuicat'on
Written Communication L-stens
Acts Consistently Flexibility
Patience Questions Policies and Procedures
Communicating a Vision Networking

Monitors Operations Monitors the Environment
Control Commitment to a Vision
Trust Truthfulness
Enthusia-m Decision Making
Allocates Resources Entrepreneur
Peer Team Building Introspection
Conducts Effective Group Meetings
Managing Stress
Communicating a Shared Understanding
Negotiation Liaison
Judgment interacting with Superiors

Figure 13 List of Human Skills compiled from the L:tcrature
S Review
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the category containing human skills. By examining the available

literature a specific '.st of human skills needed by managers was

developed. The next step is to determine which of these human

skills are needed by supply officers, Chapter III will discuss the

methodology used to determine what those skills are, and identify

the steps takei to answer the research, objectives in Chapter I

5

} 54



The purpose of this study was to propose answers to the

research questions listed in Chapter 1. The following sections

describe specific methodology information in five sections:

Justification of the Survey, the Population, the Survey

Instrument, the Data Collection, and the Data Analysis.

Justification of the Survey

Primary data was required since the information necessary

to complete this study was not available from any known source

Of the methods available-- observation, experimentation, personal

interviews, telephone interviews, personally administered surveys,

and mail surveys--the researcher deemed a mail survey the most

appropriate, based upon the population size (discussed later),

limited time, 'and monetary constraints.

According to Emory (1985), mail surveys usually cost less,

allow contact with people otherwise inaccessible, allow respondents

more time for completion, and provide more anonymity. A major

weakness of the mail survey is inaccurate responses due to lack of

knowledge. Another drawback can be non-response.

The response rate was not anticipated to be a problpm, since

the traditional response rate for Air Force Institute of Technology

(AFT) surveys has been sufficient to allow adequate statistical

analysis A problem with inaccurat? data was not anticipated

since the population had been limited to personnel within the
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supply career field, thus the respondents would all have adequate

knowledge of the subject matter.

Population

The population of interest for this study was Air Force supply

officers, subdivided into two diff2rent sub-populations. The first

sub-population, the largest, included all supply officers holding the

rank of First Lieutenant thru Major with less than three years

time in grade. Second Lieutenants were excluded because of their

limited experience not only in the Air Force, but more

importantly, in supply. That lack of experience could cause

inaccurate responses due to insufficient knowledge, and this

erroneous data could skew the results of the study. The other

sub-population consisted of all Chiefs of Supply; selected specifically

because they occupied the position of intent.

There are 761 personnel in the supply officer sub-population

The Chiefs of Supply totaled 9, for the total population surveyed

was 857, The relatively small population allowed the survey to be

conducted as a census rather than a representative anple The

Air Force Military Personnel Center (MPC), Randolph Air Force

Base Texas, generated the names and mailing labels using the

ATLAS data base, which contains all active duty personnel

inforination.

Survey instrument

Two separate questionnaires were specifically developed for

this research and provided the means for data collection The
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questionnaires were based on the skills list derived from the

literature review, previously discussed in Chapter II. The supply

officer survey contained four sections, while the Chief of Supply

survey omitted section IV due to its non-applicability for that sub-

population. The questionnaires for the Chief of Supply and Supply

Officer are displayed in Appendix A and B respectively.

Section 1. This section consisted of fourteen questions

regarding personal background information on each respondent such

as current job, grade, and sex.

Section 11. This section contains a list of 45 human

behaviors exhibited by manager, performing their daily duties.

The respondent were asked to use a seven-point Likert scale to

rate how irMc nt they felt each behavior was for a Chief of

Supply. The - scale contained the following categories:

(1) Unimportant
(2) V- -/ Rarely Important
(3) R,..ely Important
(4) Sometimes Important
(5) Often Important
(6) Very Often Important
(7) Extremely Important

Section IIL This section contained the same list of 45 human

behaviors as in Section II, however, in this portion the

respondents . 'qre asked to rate their own personal capability to

perform those behaviors based on their present knowledge and

experience. The seven-point Likert scale was used, however, it

was modified to include anchors for only the first, fourth, and

se venth points The anchored points were
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(1) Incapable
(2)
(3)
(4) Moderately Capable
(5)
(6)
(7) Extremely Capable

Section IV, This section contained 21 questions regarding the

preferred method of training to obtain skill capability. Options

such as video taped lectures and computer based learning were

listed. As stated earlier this section was not included in the

questionnaires sent to the Chiefs of Supply since they were not

expected to be recipients of the training.

The last page of the questionnaire was open ended, asking for

general comments or elaboration on specific points addressed in the

survey. Respondents were also given the opportunity to request a

summary of research results.

V Once developed, the survey was pilot tested for

internal content validity by administering it to selected AFIT

Graduate Inventory Management (GIM) students, AFIT faculty

members, .,,d Air Force Logistics Management Center (AFLMC)

personnel. Their comments provided information and were used to

make the final revisions to the questionnaire. The study has

excellent external validity because the survey addresses only the

supply career field and statistical inferences can be made about

supply officers. However, this study a will have limited external

validity if applied to any population other than supply officers,

58



because the results cannot be generalized to a wider popu.ation of

academic interest without modification of the survey instrument.

Approval. The AFLMC, Gunter AFB, Alabama, granted the

survey approval, assigning the questionnaire Survey Control

Number (SCN) 881176. This SCN expires 31 January 1990.

Data Collection

Each survey package contained one cover letter signed by the

researcher, one questionnaire, two optical scan forms, and one

pre-addressed return envelope. The outside envelopes were
addressed using the mailing labels provided by MPC Six weeks

were allowed for the return of the questionnaire to ensure an

adequate amount of time was allowed to receive responses from

overseas personnel.

Upon receipt of the responses the optical scan forms were

checked for stray marks and administrative errors, then the data

were mechanically read into the computer with optical scan

equipment and written into the researchers data file. Once on file

the data were verified, and misread data was reinput. Fifteen

percent of the surveys were then checked manually for

transcription accuracy from the questionnaire to the optical scan

form.

'Data naly a

All statistical analysis was completed on the AFIT UNIX

computer using the Statistical Package for Social Sciences, update
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10 (SPSS X). The specific SPSS X subprograms used in the

analysis of the data are described below,

Frequencies The FREQUENCIES procedure was utilized to

generate frequency tables, histograms, means, and standard

deviations for the variables which are treated individually in f
Chapter IV, This calculation is not part of the t-test calculation,

Pearson Product-Moment Correlation Coefficient.

CORRELATIONS procedure produces Pearson product-moment

correlation coefficients with sipnificance levels. These coefficients

are a measure of the strength of the linear relationship between

two variables.

T-Test. T-TEST compares sample means by calculating the

pooled variance estimate (independent samples with equal

variances) and the separate variance estimate (independent

samples with unequal variances) to test the significance of the

differences in means. The output table provides an F-distribution

two-tailed probability which guides the decision of which estimate

to use. If the p-value of the F-distribution is significant to the

.05 level then the pooled variance estimate is used to determine

the significance of the differences in the means. Of the p-value is

greater than .05 then the separate variance estimate is used.

Oneway- ONEWAY is an Analysis of Variance (ANOVA)

statistical procedure that determines variable relationships involving

one independent variable. The subprogram provided a listing by I
f

category, allowing analysis of which category was statistically

different.
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CCROSSTABS cross clarifies varia.ble components

and presents the results in a two-way contingency table. This is

used to examine possible relationships between two variables.

CROSSTABS creates the contingency table with associated chi-

square statistics and probability for each relationship.

I
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IV. Results

This chapter presents the results of the questionnaire

analysis. The early portion summarizes details concerning the

survey responses and demographic data collected. The remainder

of the chapter focuses on the results and discussion of the research

and investigative questions.

Survey Response Summary

A total of 478 questionnaires were returned from the original

mailing of 857 survey packages. Five of the respondents no longer

fit the criteria and 24 were returned unopened. The four hundred

and forty-nine useable packages represent a response rate of 52.4

percent. Nine survey packages were returned after the cut off

da~e for analysis, but have been retained for use in future studies

The respondents were further subdivided into two categories:

Chiefs of Supply (COS) and supply officers. Specifically, 61 out of

96 COS responded for a 63.5 percent return rate; and 388 out of

761 supply officers returned their packages for a 51 0 percent

response rate. The return percentages are listed in Table 4.

These response rates are considered to be well above average. The I
normal respnrsp rate for a mailed survey without a follow-up is

30 percent (Emory, 1985 172)
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Demographic Profile

Demographic data was collected to highlight significant

characteristics of both sub-populations, to disclose similarities or

differences in traits of the sub-population, and to determine any

differences in capability between Chiefs of Supply (COS) ard supply

officers. From the fourten background questions used to gather

demographic data, a profile of the typical COS and supply officer

was developed.

Table 4
Survey Response Percentages I

utatnn lr Mailed R Return Percentages

First Lieutenant 145 75 51.7

Captain 493 263 53.3

Major 123 49 39.8

Chief of Supply 96 61 63.6

Missing Rank 1

Total 857 449

Chief of Supply, The typical COS is a 41 to 45 year old I
r.,ale, major or lieutenant colonel, . )o was commibsioned through

either Officers Training School (OTS) or Reserve Officers Training

Corps (ROTC) The area of experti < ror his undergraduate degree

was business, but he has since earned a masters degree. The COS

hs been commissioned for eighteen to twenty years and has no
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prior enlisted service time, He is currently working in his primary

Air Force Specialty Code (AFSC), has been at his job for

approximately 12 months, and is working for either Strategic Air

Command (SAC), Tactical Air Command (TAC), or United States

Air Forces Europe (USAFE). For a complete listing of the

demographic data for Chiefs of Supply see Appendix C.

Supply Officer, The make-up of the typical supply officer is

somewhat different from the COS. The supply officer is also a

male, but he is a captain from 31 to 35 years old, commissioned

through OTS. Like the COS, he holds an undergraduate degree in

business and a masters degree. He has been commissioned

between eight and twelve years with no prior enlisted time. The

typical supply officer is working in a supply squadron at base level

in his primary AFSC. He works for SAC, TAC, USAFE, or Air

Force Logistics Command (AFLC) and has been assigned to his

current job for less than one year. For a complete listing of

demographic data see Appendix D,

General Population. There are several interesting figures in

the background information. First, currently 19.5 percent of

supply officers are women (Meridith, 1989), The s-irvey response

rate for women was twenty percent. Second, over 53 percent of

all supply officers, including COS, have their masters degree, and

another 24 percent have some graduate work. Third, almost half

of the respondents, 49 percent, have no prior serv.ce. However,

25 percent have 12 to 14 years of enlisted time, and anothe.- 18

percent have 10 to 12 years. With 49 percent having no prior
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service and 43 pe:cent haing over 10 years of enlisted time, the

supply career field is extremely bi-polar, Finally, almost 50

percent of the respondents have less than 12 months in their

current job. A complete listing of the demographics for Chiefs of

Supply, supply officers, and total population are found in

Appendixes C, D, and E.

Rqesearch Questions

Research Question _1 The first research objective was to

identify the core skills necessary for Chiefs of Supply. Tt, specific

objective was to determine what human skills are critical for

becoming a successful COS.

To answer this question, the survey respondents were

presented with the list of skills and their definitions as dcveloped in

Chapter II from the review of literature. These skills were not,

however, identified to the participants as human skills Each

person was asked to rate how important they felt each behavior

was for a Chief of :;upply. They were given a seven point Likert

from which to make their choices. Each point was ar :hored with

a degree of importance such as- point !--unimportant, point 4--

sometimes important, and point "--extremely important.

Questions .5 thru 59, Section II, Part I were used to measure

these responses.

The questions were ranked using their mean response The

mean was computed using the seven choices listed above Three

separate rankings were computed one ranking for the Chiefs of
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Supply, one ranking for the supply officers, and oL- e ranking for

the total population of respondents The top ten cL.cices are

presented from each sub-population with the exception of the COS

sub-population. The COS sub-population had two answers with

the same mean for the tenth position, so eleven skills are listed.

Nine skills are common to each of the three categories, and the

supply officer list and the total population list contain th exact

same ten skills. In fact, the top three choices in all three

categories hold the same rank order.

T-tests were run to compare the COS sub-population to the

supply officer sub-population for each of the 45 skills. The pooled

variance estimate was used when the variances were equal (using

an F value with a two-tailed probabfl:*y of .05 or less). t

beparate variance estimate was used for -.nequal variances. A list

of the significant t-tests is listed in Appendix G, Taule 10. Eight

skills proved to have significantly different means, indicating the

two populations did not agree on the behavior's importance The

skills are: providing praise and recognition, clarifying work roles,

criticism, written communication, conimunicating a vision,

commitment to a vision, enthusiasm,and communicating shared

understanding. Of the skills having significant differences, only

one, the importance of providing praise ,i-d recognition, was on

the COS list, the supply officers list, and the total population list

Another, the importanx-e of COS enthusiasm, was the seventh

choice for the Chiefs of Supply. but did not make the top ten ist

for .. ther of the other two categories Overall, the t-tests show
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that Chiefs of Supply and supply officers think alike when

considering the importance of each skill, especially the toD ten

skills.

Lndins Figure 14 provides a graphical representation

of the top ten skills each sub-p,-pulation believed to be important

for a Chief cf Supply. Table 5 shows the list of skills and their

ranking by sub-population. Appendix H displays the results of the

top ten responses for all populations by rank and mean. The

Chiefs oi Supply are summarized in Table 11, the supply officers in

Table 12, and the tc'al population in Table 1.

I Chiefs of Supply Supply Officers

Trust

Truithfuianess

rus

FacEilthte Izts ConsistentI'
Prov,.des Pra. .e arnc Recogniton Delegates

n, ' u s -, m Epl-asizes Per~cr-nance, xF.-ili.- 
tat/

-4. *** ... - - 1 ' t , " t ' f rInspiring u bordinates 
+
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Table 5
Rank Order of Top Ten rnpcrtance Skills by Sub-Population

Total Supply

Skil . P.plation COS Officer

Acts Consistently 1 1

Truthfulness 2 2 2

Trust 3 3 3

Judgment 4 5 4

Listening 5 6 6

Solving Problems 6 10 5

Prc.vides Praise and Recognition 7 4 8

inspiring Subordinates 8 9 7

Emphasizes Performance 9 8 9

Delegation 10 10

Enthusiasm 7

Facilitating Teamwork 10
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Research Question 2. The second research objective was to
determine which of the identified c ore skills were missing in today's

supply officers. The specific investigative question asks: Are

supply officers are deficient in those critical human skills?

To answer this question, the survey respondents were

presented with the same list of skills used for research question 1.

Having already rated how important they felt each behavior was

for a Chiet of Supply, they were asked to rate how capable they

felt themselves to be today in performin5 the given behavior.

They were given a seven point Likert scale from which to make

their choices. However, this scale used only three anchors, the

first, fourth, and seventh points, the three anchors were:

incapable, moderately capable, and extremely capable. Questions

60 thru 80, Section III, Part I and Questions 1 thru 24, Section

III, Part 1I were use, to measure these responses.

A correlation matrix was calculated plotting the importance

of Chief of Supply behaviors against present day capabilities of the

behaviors. While there were no negative correlations, neitner

were there any extremely large positive correlations. The lack of

ccrreiation between skills implies that although the skills are

positively related, there .s no direct relationship between the

importance and capability of any of che skills. The correlations

between the importance versus capability is listed in Appcndix F

Only tt-ie skills on the ten most important skills list for a Chief of

Supp.y are displayed

t
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To determine whether training was required, the present

capability rating was subtracted from the importance rating for

each person. The result was a score that could range from -7 to

7. If the resulting number was negative, then the person felt

that they were more capable in that behavior than was required

by a COS. If the resulting answer was zero, then the capability

r matched the importance placed on that behavior, If the number

was positive, then the respondent felt that they were not as

capable of accomplishing that behavior as they needed to be, thus,

they required further training in that skill.

All of the values for each skill were then summed and

divided by the number of respondents to arrive at a mean rating

for each skill, These means were used to rank the training

required variables. Three separate rankings were computed:

Chiefs of Supply, supply officers, and total population. The top ten

skills were identified from each sub-population, with the exception
of the COS sub-population. The COS sub-population again had two

answers with the same mean for the tenth positions, so eleven

{ skills are listed,

T-tests wore run to compare the COS sub-populaton to the

supply officer sub-population for each of the training required

variables. The pooled variance estimate was used when trl

variances were equal (using a two-tailed probability F value of 05

or less). A separate variance estimate was used for unequal

variances, Four skills that required training proved to have

significantly different means, implying the popula'ons d'd not
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agree on the amounts of training needed for that skill. The skills

are: clarifying work roles, criticism, administration of discipline,

career communication. Two of the four skills, clarifying work

roles and administration of discipline were both on the top ten lists

for the supply officers and the total population, but neither were

on the COS top ten list as skills needing further training.

Findins. Figure 15 provides a graphical representation

of the top ten skills requiring further training. Table 6 shows each

list of skills and their ranking by sub-population. Appendix I

displays the results of the top ten responses for all populations by

rank and mean. The Chiefs of Supply are summarized in Table

14, the supply officers in Table 15, and the total population in

Table 16.

Chiefs of Supply Supply Officers

j/Providing Praise / Performance M '4noging

Rzcognition

Cmunicatmr. Emphasizing Administering

a Shared Performance Discipline

Understanding nirn

Figure 15. Core Skills Requiring Further Training
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Table 6
Rank Order of Top Ten Skills Needing Training by Population

Total Supply

Skill Population COS Officer

Acting Consistently 1 3" 1

Inspiring Subordinates 2' 1 3'

Clarifying Work Roles 3 2

Judgment 4' 5'

Emphasizing Performance 5' 6' 6'

Solving Problems 6' 7'

Administering Discipline 7 4

Performance Communication 8 7 8

Managing Stress 9 9

Planning and Organizing 10 10 10

Providing Praise and Recognition 2'

Communicating a Shared Understar.Jing 4

Foresight 5

Enthusiasm 8""

introspection 9

Setting Goals 10

'Denote5 skill previously listed on total population Ten Most Important Skills
list

Denotes skill previously listed only on COS Ten Most Important Skills list
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_Research Ouestion 3. The third research objective was to

identify a means of delivery for the missing core skills. The specific

investigative question asks: If supply officers are deficient, what

method(s) is most appropriate for improving officers human skills"

To answer this question, the supply officers, excluding Chiefs

of Supply, were given seven different training method options.

The COS were excluded because the training is aimed at and will

be provided only to the supply officers. Each of the six options

was paired against every other option. Questions 25 thru 45,

Section IV, Part II of the survey -were used to measure the

responses. The questions were counted for the type of response by

using the count statement and then all responses were summed

The frequency statement was also used to compute the mean for

each of the seven choices. Each answer was compared to eve,-y

other answer, making six possible selection points. If the answer

was chosen every time possible, then the mean for that method

was six.

One-way ANOVA's were run on each of the different training

methods to determine if there was a difference in response

variance between the different ranks of the respondents. For

example, if the perception was that an inexperienced officer might

prefer a different mode of delivery than would an experienced

officer, a one-way ANOVA comparing method to rank would be

tested. There were no significant differences, at the 05 level, in

t:aining method preference.
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Findings, The responses of the participants are

summarized in Table 7. The responses are listed by total number

of responses and mean. The top two choices were virtually

indistinguishable.

Table 7
Training Method Preferences I

Response Selections Rer Method Me a n

Professional Development 1651 4 3

Seminar

AFIT Short Course 1649 4.3

Classroom Lecture 1448 3.7

Shadowing Senior Officers 1106 2.9

Computer Based Learning 936 2.4

Video Taped Lectures 745 1. 9

Correspondence Course 501 1,3

Results Summarzed

This chapter discussed the statistical results of the survey

data as they related to the research questions. Ten skills were

identified as the core skills necessary for Chiefs of Supply, nine of .

which are common to all three sub-populations Then, the skills
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that required training were identified, with four of those skills

found to be common to all populations. Lastly, methods of

providing training were ranked and two methods emerged as

indistinguishable top choice. Additional analyses were performed

and the next chapter will discuss the results of those analyses,

make several recommendations, and provide some conclusions

7
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V. Discussion. Recommendations. and Conclusions

This chapter discusses implications of the results presented in

Chapter IV. There is no single piece of literature that identifies

tl- entire set of skills indicated as important by the supply

population. The purpose is to combine in one document the skills

identified in Chapter IV with the implications for supply officers.

This will be accomplished by comparing those skills selected by the

supply population with the importance of those same skills or the

theories that are embodied by those skills in the business world

Included in this discussion will be the application of these skills to

Chiefs of Supply. Several areas will be discussed in order to make

these comparisons. The ten skills identified as most important for

a Chief ot Supply will be discussed first, followed by the capabilities

of each sub-population, the top ten skills requiring training,

comparison of skills to military literature, and the need for

training. Methods for conducting this training arp then discussed,

along with specific recommendations. The limitations and

suggestions for further research will precede the conclusions of this

study.

The Ten Most rnportant Skills for a Chief of Supply

In Chapter IV the top ten skills needed by Chiefs of Supply

were identified These skills are listed by sub-population in Table

8 The top three skills were ranked identically by both sub-
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populations. The next six skills were also common to both sub-

populations, although they were not identically ranked, bringing LL
the total to nine common skills. Matching nine of the top ten skils

implies substantial agreement between the Chiefs of Supply and

Table 8
Top Ten Skills Important to Chiefs of Supply by Sub-Population

Supply

Skill COS Officer

Acts Consistently 1 1

Truthfulness 2 2

Trust 3 3

Judgment X X

Listening X X

Solving Problems X X

Provides Praise and Recognition X X

Inspiring Subordinates X X

Emphasizes Performance X X

Delegation X

Enthusiasm X

Facilitating Teamwork X
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supply officers' perceptions of the skills they feel are most

important for a Chief of Supply. This reinforces the homogeneity of

the two sub-populations. The implications of these important skills

for a COS will be discussed and compared to existing literature.

Top Three Skills, Leadership is the aspect of personal

management involving ethics as it relates to behavior (Van Fleet

and Yukl, 1986: 17). Transitioning a person from a civilian into a

military officer is the first step of any officer training program.

An important ingredient in this training program is ethical

behavior and integrity. The top three skills identified by both

Chiefs of Supply and supply officers are the very essence of

integrity and ethical behavior, These three skills are, :n rank

order: acts consistently, truthfulness, and trust. The importance

placed on integrity and ethical behavior by both sub-populat:ons

is evidenced by their identical ranking of the top three skills

important to a COS.

The honor code 'We will not lie, steal, or c. , nor tolerate

among us anyone who does' (used in some form by each

commissioning source) is designed to stress the importance of

ethical behavior, in which integrity and responsibility are

paramount (Contrails, 1978:180). The ir.'portance of integrity is

stressed again when the officer candidate takes the oath of ofrice

The Amer:can Fighting Man's Code of Conduct is yet another

example of the emphasis the . ,il"itar/ places on integrity vithin

the ranks Captain Theodore Harrns spent 14 months in solitary

confinement as a prisoner of war in Korea. He felt so strongly
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about his integrity that he said, "If I can't go zack with my self-

respect, I won't go back at all" (Corrails, 1978 188)

However, a study published in Air University Reviow entit!ed

"Integrity: What Are the Data Telling Us?" indicated integrity is a

problem in today's Air FP.rce (AF). In a survey of officers

ittending Squadron Officer School, 61 percent said they found it

necessary to compromise their integrity in the interest of Job

requirements, most frequently in reporting and documenting

inaccuracies (Gray, 1985.85).

Integrity is the foundation of the AF officer corps. As part

of that corps, Chiefs of Supply are responsible for maintaining the

integrity within their squadron. As a squadron cormnander the

COS needs to demonstrate integrity interndl to the organization.

To be effective the COS must set and live by the highest standards

of honesty and integrity. Chiefs of Supply interact daily with

thelr subordinates. At each meeting, the COS must be truthful

and act consistently, always displaying the highest ethical

standards. By setting the standards he/she conveys personil

expec.ations to each and every subordinate about the type of

conduct that is expected ot them. This instills truct and loyalty,

the subordinates will respond to the example set by the COS by

behaving ethicaily and with integrity.

The COS must also maintain integrity external to the

squadron. The supply squadron is entiusted vth large sums of

money and resour-.:s Subordinatcs must document ?very

transaction affecting the status of the available resources and
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funding that occurs. If the Chief of Supply or his/her subordinates

lalsely report or document transactions, not only are they

compromising their integrity, they are committing a criminal

offense, prosecutable under the Uniform Code of Mil*-ry Justice.

Instances of false documentation and false reporting have come to

light recently in Operation Ill-Wind. Although this breach of

integrity was not the result of inappropriate actions in a supply

squadron, the implications are the same, As a Chief of Supply

integrity is a must.

Next Six Skills, Six more skills were identif>.d by both sub-

populations as being impcrtant to Chiefs of Supply. While the skills

were not given the same rank order by both sub-populations,

there was on!y one significant difference noted in the rankings of

the skills, This difference will be discussed in detail later in this

chapter.

Although each of the skills are interrelated, they have been

corrbir.ed into narrower sub-groups to facilitate discussion.

JudZrnent and problem solving will be discusse, as a part of the

decision making process. Listening is possibly the most important

..art of the communcaLion process and will be discussed

idividually, before relating it to decision making. Inspiring

subordinates, emphasizing performance an.J providing praise and

recognition will be discussed from t - .. ' point of the expectancy

theory of individual motivation

discussed, inzegr:y is the foundation of each of the Chief of

Q0
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Supply's actions. An example of the importance of integrity can

be emphasized by the next two skills on the importance list:

judgment and problem solving. One of a Chief of Supply's primary

roles is to function as the top decision maker in the organization.

How the COS makes decisions can be used as a model by squadron

personnel, as they learn and develop their own judgment and

problem solving abilities. Major Gardner notes that judgment is

much more than reacting appropriately to a situation. He defines

judgment as,

The ability to combine hard data, questionable data, and
intuitive guesses to arrive at a conclusion that events prove
to be correct. Judgment-in-action includes effective problem
solving, the design of strategies, the setting of priorities, and
intuitive as well as rational judgment. (Gardner, J.,
1988: 20)

Daft and Steers indicate that most mid-level manager

decisions are non-programmed. These are decisions that have ill-

defined goals, ambiguous information, and uncertainty (Daft and

Steers, 1986:440). For the COS to be able to make a decision,

there must first be the capability to formulate what the problem

actually is. This includes not only defining the problem, but also

its causes (Daft and Steers, 1986:338-339). Judgment is

important at this phase of decision maiking because rarely is the

COS provided with all of the infor-nation necessary to make a valid

decision. In addition, the COS is also given extraneous

information. Once the COS has determined the relevance of the

available information, he/she then advances to solving the

61



1

problem. Here too judgment is required. The COS must use the

available information, search for alternative answers, evaluate the

alternatives, and then select and implement the solution (Daft and

Steers, 1986:438).

The results of the decision making process will be closely

scrutinized by subordinates to determine whether their leader's

present actions are consistent with his/her past actions. If

problems are solved and judgment is applied consistentiy, the Lrust

felt by subordinates will remain. However, if the COS becomes

inconsistent in the decision making process, subordinates will begin

to doubt not only the COS's ability but his/her integrity as well.

At times leaders and managers are required to make judgment

calls to show concern for their subordinates, and to further the

organizational objectives. Those leaders which demonstrate an

extensive knowledge of managerial principles have a definite

advantage over those lacking leadership training (Engelage,

1985:51).

Listnin& The next skill important to a Chief of Supply

is listening. In 1926, Rankin completed a study that divided

communication into four basic categories: listening, reading,

wri ing, and speaking. The result of that study indicated 45

percent of an average adult day was spent listening. Since then,

many other studies have been completed on communication and

listening. For examp!e, Keefe indicated executives spent 63

percent of their time listening, and Barker, et al. found 53

percent of a person's time is spent listening (Steil, et al
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1983:3). Listening is much harder than other forms of

communication because people think much faster than they can

speak. When people in business fail to listen, the results can be

costly (Redding and Sanborn, 1964:471).

Many Chiefs of Supply state that th2y have an open door

policy. This indicates to subordinates that when they have a

problem or ethical. question, they can come to the Chief of Supply

and he/she will listen openly When the COS fails to listen to

what the subordinate has to say, the subordinate is likely to

withdraw, leaving the problems or questions unanswered. One

consequence of having problems and questions remain unanswered,

is that subordinates generate poor performance. While failing to

list.n to a subordinate can result in poor performance, the

consequences of failure to listen when supporting external

organizations can be much more sever.

Numbers, names and dates are easy to confuse, but even

straight forward agreements are subject to misunderstandings. If

or when these mistakes begin to compound, the results are

increased cost, inefficiency and reduced organizational capability

(Redding and Sanborn, 1964:476). Should the COS fail to listen,

and listen carefully, before making decisions, the decisions coula be

faulty. If the decision affects the requirements of another base

organization, the results could be disastrous. Squadrons could

cease to function altogether, or perhaps, continue to function, but

at less than full capability. Errors of this magnitude would be

disastrous to mission readiness. Not listening could also cause
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inconsistencies when applying judgment. These inconsistencies

might then be attributed to faulty judgment or lack of integrity,

despite the fact that the true cause is an inability to listen

effectively.

Inspiring Subordinates. Emphasizing Performance and

Providirg Praise and Recognition. Before examining the next

three skills, we need to consider how people are motivated to high

performance. One theory that discusses internal motivation is

exptctancy theory. in expectancy theory, motivation is

determined by the probability that a particular effort will lead to a

particular outcome (expectancy), and the value, attitude, or

expected utility that an individual places on the possible outcomes

or rewards (valence) (Daft and Steers, 1986: 103).

There are two types of expectancies: 1) effort to performance

expectancies, and 2) performance to outcome expectancies. The

effort-performance expectancy relates to the individual's belief that

personal effort will lead to performance. Performance-outcome

expectancy refers to the individuals belief that a particular

performance will lead to a desired outcome. Under this theory,

therefore, the motivation of an individual is the result of that

individual's effort-performance expectancy times the performance-

outcome expectancy tin- .> J'e valence (Daft and Steers,

1986:103).

Consider tlie following example. Suppose an individual

believes that by working overtime, the backlog in the warehouse

will be eliminated. Suppose also that this person believes that by
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working overtime to eliminate the backlog, the reward will be a

three day pass. If the three day pass is a highly valued reward,

then she is highly motivated to work overtime in order to clear

the backlog. However, of this individual, no matter how hard she

works, believed she was incapable of clearing the backlog

(performing), then regardless of the reward offered she would

have minimum motivation to work overtime. Conversely, if that

individual had the ability to clear the backlog, but the expected

outcome (reward) was of little or no value, there would also be

little motivation to perform.

Aithough expectancy theory is aimed at explaining individual

or internal motivation, it can also be applied to managerial

motivation. Each of the three skills, inspiring subordinates,

emphasizing performance, and providing praise and recognition,

can be related to aspects of expectancy theory to explain their

relationship to performance. However, each skill relates to a

different part of the equation. Daft and Steers note that

performance is influenced by at least four factors: motivation,

abilities and traits, role clarity and acceptance, and opportunity to

perform (Daft and Steers, 1986.104).

Inspiring subordinates functions as a subset of effort to

performance expectancy. If a subordinate does not believe he/she

can put forth enough effort to accomplish the task, no matter

what the reward, then there is no motivation to perform. When

a subordinate does not feel he/she has the ability or effort to

perform, it may be possible for the COS to convince the
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subordinate that he/she hat the ability to perform through

inspiration. This can be done using the determinants of

performance presented by Daft and Steers (1986). By assessing the

true capability of the subordinate, the COS can determine if

inspiration and confidence building will encourage the individual to

put forth the effort needed to perform. The second option would

be for the COS to utilize role clarification to restate the expectancy

in a manner such that the subordinate feels capable of performing

the task. Inspiring subordinates is one COS method for rai:ing the

dimension of effort to performance.

The second skill, emphasizing performance, indicates a

relationship between performance to outcome, and functions in

much o. the same manner as inspiring subordinates. Here too,

the COS can use role clarification to outlinp what performance is

acceptable. The COS is in the position to clarify the role of the

subordinate to improve performance. The COS can also provide

the opportunity to perform by providing the subordinate with the

guidelines necessary to achieve acceptable performance and to

remove the obstacles to performance that are in the subordinate's

path. By establishing the performance guidelines, the COS is

demoistrating to the subordinates what constitutes acceptable

performance.

The final skill, providing praise and recognition, is related to

the outcome or valence of the expectancy theory. It is the COS's

responsibdlity to ensure that the outcome is of value. This requires

extra effort on the part of the Chief of Supply, because he/she is
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omewhat restricted in the rewards available. The COS cannot use

money or extensive time off as rewards; however, the COS can

use praise and recognition as a reward.

Praise an. recognition can also be presented as a method to

emphasize performance using reinforcement theory, Luthans,

refers to reinforcement as the single most important principle of

learning. Luthans quotes Thorndike's classic law of effect, as:

Of those several responses made to the same situation, in
those which are accompanied or closely followed by
satisfaction [reinforcement]... will be less likely to recur;
those which are accompanied or closely followed by
discomfort [punishment]... will be less likely to occur.
(Luthans, 1981: 248-249)

The COS can use praise and recognition to increase the probability

of the same performance being repeated again in the future. Once

again, the reward or reinforcement used must be desirable. A

tremendous satisfaction comes from recognition when it is earned.

however, if inappropriately given, the value of the praise is

lessened. Praise itself is more than a reward, it *,s a confidence

builder responsible for lessening the anxiety a subordinate feels as

he/she moves towards successful job completion (Fallon,

1981:122).

Providing praise and recognition was the one skill that

identified a significant difference between the two sub-populations

(see Appendix G, Table 10). It is possible that the supply officers

did not truly understand the implications surrounding the

importance of praise and recognition. However, despite the fact
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that the Chiefs of Supply fel. that providing praise and recognition

was more important than did the supply officers, they both

ranked it as one of the top ten skills needed by a Chief of Supply.

This ranking clearly denotes the skill's importance.

According to Van Fleet and Yukl (1986), the way in which a

leader influences his/her subordinates is related to managerial

motivation. They also noted that effective leaders are more likely

to give praise and recognition for outstanding jvb performance. In

addition, leaders showing energy and initiative are more likely to

channel their efforts into emphasizing subordinate performance,

setting goals, and initiating improvement pians (Van Fleet and

Yukl, 1986:33-34). Through encouragement, providing praise and

recognition, and providing benefits based on merit, the COS is able

to gain the loyalty and support of subordinates. Once loyalty and

support are apparent, the COS is capable of inspiring and

motivating his/her people.

Final Three Skills, In addition to the previously mentioned

nine skills, there were three other skills identified as skills

important to a Chief of Supp!y which were not common to both

sub-populations. Delegation was identified only by supply officers

as being important to Chiefs of Supply. Teamwork was, identified

only by Chiefs of Supply. The COS also listed enthusiasm as an

important skill.

Dele tion. Supply officers felt that delegation was one

of the most ,mportant skills needed 6, a COS. The fact that this

skill was not listed as a top ten skill by Chiefs of Supply is no
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indication that it should be summarily dismissed as unimportant.

McConkey (1974) wrote that many managers are poor delegators

simply because they refuse to delegate, or do not know how to

deiegate because they were never taught (McConkey, 1974:46).

Lt Col Engelage, US Army (USA), said:

With the numerous problems confronting leaders and the
military's inclination toward solving problems, there is a
tendency to micromanage.. Sometimes the nature of the
problem simply does not warrant the leader's attention
(Engelage, 1985: 51).

There is also the possibility that this skill was listed by the supply

officers because of micromanagement tactics used by some senior

leaders. Chiefs of Supply must train their subordinates in the skil

of delegating because there is no guarantee they will get a chance

to train them later. Lt General Jones, USA, acknowledges this

fact, stating that one should "Train [his/her] subordinates to

handle higher responsibility in peacetime so [they] are sure to

have the courage (moral and physical), the integrity, and ability

.. n tho ,wa-r" (Jones, 1qeS. 9)

A Chief of Supply must be trusted, as was noted in the first

three skills; however, the trust actually needs to flow in both

direct'r-s, If a COS is to teach subordinates to solve problems,

he/she must delegate decision making to lower levels. Not only is

delegation used as a learning tool, but inherent to delegation is

trust. The COS must trust subordinates in order to delegate.

General Vuono stated, "Senior commanders must have trust and

confidence in the judgment of their subordinates, and must be
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willing to give the freedom of action they need to be successful"

(Krysa, 1987:24). By placing that trust properly, the COS will

improve the subordinates ability to solve problems and their

confidence in that ability, thus inspiring the subordinate to higher

levels of achievement. General George S. Patton spoke about

delegation in War as I Knew It, when he said, "Never tell people

how to do things. Tell them what to do and they will surprise

you with their ingenuity" (Contrails, 1978.186).

Facilitating Teamwork. Facilitating teamwork was

identified was an important skill by Chiefs vf Supply. In his

article, "A Team Focus for Leadership," Gardner indicates that

molding small units into teams develops initiative and confidence in

junior leader.s" (Gardner, G., 1987:78). Teamwork is also

important in problem solving. Eckles et al. wrote that teamwork

allows people to work better to accomplish specific tasks because

they have a sense of belonging. It also provides an arena where

one team member can provide assistance to another, thus

virtually eliminating weak areas (Eckles et al., 1981:183).

Teamwork is important to Chiefs of Supply because their

squadron is one of many that form the entire operational wing.

Both Chiefs of Supply and their subordinates must be able to work

with others in their own squadron, as well as those in other

organizations in order to accomplish the overall mission.

Frithsiasm "One man has enthusiasm :or thirty

minutes, another for thirty days. But, it is the man who has it

for thirty years, who makes a success of his lfe" (Harrison,

90



1989: 82). Enthusiasm was the other skill identified by Chiefs of

Supply as important, but was n t identified by supply officers

Gardner calls enthusiasm vitality. He states that h.gh energy and

stamina are a must for leaders (Gardner, W , 1988 20) A

positive attitude is at the heart of sustained morale and motivationw

(Gardner, W., 1987.11).

Effective leaders use enthusiasm to direct the motivation of

suborcinates toward the pursuit of shered goals. Chiefs of Supply

felt that this skill was significantly more important (p < 05 )

than did the supply officers. One possible reason for this

discrepancy is that, although supply officers can recognize and

respond to enthusiasm, they may not label it as such. It is

possible that this skilil may have been combined with, or identified

as, inspiring subordinates. Despite the omission of enthusiasm

from the supply officers' list of skills important to a Chief of

Supply, the literature supports the COS's indication that

enthusiasm is important for leaders. "A leader is a man who has

the ability to get another to do what they don't want to, and like

it" (Contrails, 1978:187). The COS needs enthusiasm to accomplish

the mission.
The indications are that the twelve skills listed in Table 8,

are the most important skills for Chiefs of Supply Even the three

skills not common to both sub-populations were supported by the

literature as skills needed by any manager With the importance

of these twelve skills estabhshed. ,t would be possible to end the

:,scrch for skills requing -r, .ning and opt to train all of the-e
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skills. However, the data analysis is not complete Each

respondent was asked to rate their own capability for each of the I
same 45 skills that they rated for importance. The results of the

capability assessment are discussed next. 4
Present Capabihty fjr Skill Accomplishment,

Each respondent was asked to rate the~r present capability to

accomplish each of the skills listed in Figure 13 (Chapter IT).

Surprisingly, both the pooled variance estimate and t -parate

variance estimate t-tests identified only frur skills the mean

capability of the two sub-populations was statisticaily -ferent
t

(measured to the 05 level) Tho3e four skills with a significant

difference are acting consistently, administering discipline, I
judgment, and commitment to a vision.

Despite the results of the t-tests, it is important to note that j
although there is no statistical difference betwqen the capabilties or

the Chiefs of Supply and the supply officer, there is a difference in r

the response patterns. For the majority of the answers, Chiefs of

Supply responded with a capability of six or seven, on the Likert

scale measarernent, while the majority of the supply officers

responded wit, a five or six." Thk responses given by the supply

officer were almost always one number lower than the COS, and t
occasionally they differed by two This shows that there is,

These histograms and cross tabulation tabie_ ar e quite extensive and were
not included due to space considerations They are available from the author
upon request
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indeed, a difference in capability between supply officers and

Chiefs of Supply.

Skills Requiring Further Trainin

One objective of this thesis was to determine those skills in

which supply oficers needed additional training or experience. The

top ten responses given by each sub-population are 1hsted in Table

9 To help determine these skills, the :ndividual's ,Il capability

was subtracted from their sk:ll importance Those computations

resulting in positive numbers indicate which skills need training

As shown in Table 9, sixteen different skills were identifi'd

i by the two sub-populations as requiring further training. Once

again, there are ten are listed for supply officers while eleven skills

lis'-d for Chiefs of Supply, due to a tie. The result of skill

rankings indicate two sub-popuiations do not share as many

common skills requiring training However, the two sub-

populations did select seven skills that they had previously

Lindicated as important to Chiefs of Supply; these kills are denoted

by asterisks. Nine new skills requiring further discussion were also

identified. These skills are regrouped to facilitate discussion

tThe Chiefs of Supply indicated a need to improve their skill in

communicating a shared understanding. It is through

communicating a shared understanding that the Chiefs of Supply

Iand their supply officers can improve performance communication

*, This performance communication will enhance the skills of

clarifying work roles ,nd administering disc,pline, both of which

tl
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the supply officers felt they required further training in.

Administering discipline can be further explained using the

Table 9
Top Ten Skills Requiring Training by Sub-Population

Supply
kill COCs Officer

Acting Consi.tently X* X8

Inspiring Subordinates X* X.

Clarifying Work Roles X

Judgment X.

Emphasizing Performance X8 X*

Sclving Problems X"

Administering Discipline X

Performance Communication X X

Managing Stress X

Planning and Organizing X X

Providing Praise and Recognition X"

Communicating a Shared Understanding X

Foresight X

Enthusiasm X"

Introspection X

Setting Goals X

*Denotes sKill previously listed on total populatron Ten Most Important Skills
list

Denotes Wll previously listed only on COS Ten Most Important Skills list

94



reinforcement theory. Managing stress will be discussed next.

Goal setting and planning serve to also enhance the discussion of

foresight. The last skill to be discussed is introspection. Since

each of these skills have been related to theories in the civilian

world, the section will close with a brief lrok at the results of one

military study.

Communicating a Shared Understanding. Performane

Comr.1Lcaion. Clarification of Work Roles. and Administering

Disipline Communicating a shared understanding was indicated

by the Chiefs of Supply as a skill in which they required training.

This is the second time communication has appeared as an

important skill. Commitment to a shared understanding can only

be accomplished by ensuring that all people involved share the

same ideas of what needs to be accomplished. Each individual in

the group or organization must start with the same frame of

reference. Suppose an individual is told to conduct *meaningful"

training. This individual's idea of meaningful training may not

agree with the commander who directed the training The

perspectives of the commander and the subordinates are usually

entirely different (Askew, 1989:42). In every communication

process, the COS and his/her subordinates need to share the same

frame of reference for successful accomplishment of the job or

task. If a COS does not ensure that the subordinates truly

understand what is expected of them, problems are likely. This

shared understanding is essential to performance communication.

Note that in Table 9, performance communication is a skill that
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requires training for both the COS and supply officer. This skill

was previously identified as a skill important to a COS under the

label emphasizing performance. It is through performance

communication and emphasizing performance that the COS

identifies to the subordinate what performance is acceptable.

One way to ensure that performance is communicated

through a shared understanding is through determinants of

performance, by clarifying the work role and ensuring that the

clarification is understood and accepted (Daft and Steers,

1986:104-105). Once an understanding is shared cf the

performance expectation, reinforcement theory can be used in

administration of discipline. Administrative discipline is another of

the skills in which the supply officers indicated they needed

training. Reinforcing the desirability of outcomes will increase the

strength of a response and increase its probability of being repeated

in the future. Conversely, if the expected performance is not

clarified, understood, or even disregarded, and the outcome is not

a desired response, then punishing the undesirable outcome will

weaken the strength of the response and decrease the possibility of

recurrence (Luthans, 1986:248-249). However, Major General

Schofield, in 1879 cautioned those administering discipline, saying:

The discipline which makes a soldier reliable in battle is not
to be gained by harsh or tyrannical treatment. On the
contrary, such treitment if far more likely to destroy than
to make an Army... He who feels, and hence manifests
disrespect toward others, especially subordinates, cannot fail
to inspire hatred mgainst himself. (Contrails, 1978 188-189)
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The type of discipline being cautioned against is the use of coercion

or fear to inflict punishment or threats of punishment. An

analysis of power indicated that those persons using coercive power

were actually harming the organization, rather than increasing its

effectiveness (Luthans, 1986:391)

Managing Stress. The next skill, managing stress, is

extremely important to any manager. Stress is unavoidable.

According to Newsweek, stress seems to be reaching unmanageable

proportions. A survey by an advertising agency found thL .btee-

fourths of Americans reported that their jobs cause them stress.

UnfortunAtely, it is not just that there is an increase in the

frequency of on the job stress, but an also an increase in the

duration of the stress. The increased durations are not allowing

the managers time to recuperate before the next crisis hits. In

order to survive the stress, managers must be taught how to deal

with it (Miller, 1988:40). By its nature, the military is a

stressful profession, and will become even more so in the event of

a war. To function at their best, not only must Chiefs of Supply

learn how to deal with stress personally, but they must also teach

their subordinates to do the same.

EoesihL_ Foresight, or developing a vision, was listed as

one of the seven keys to business leadership by chief executive

officers, management consultants, and business school professors

(Labich, 198P. 58). The skill of creating verbal and mental

pictures for subordinates can begin with providing a clear and

definite picture of as much of the future as is known
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(Byrd, 1987: 38). Foresight includes the skills of planning and goal

setting. Without these skills a COS cannot provide to the

subordinates a clear picture of where the squadron is headed.

I The last skill to be discussed, although by no

means the least important, is the skill of introspection. "For a

leader, self understanding is critical. Without it, leaders do more

harm than good" (Byrd, 1987:41). Byrd's review of the literature

on introspection reveals three important findings. First, in Bennis'

study of 90 corporate leaders, each leader was able to recognize his

own strengths and compensate for his weaknesses. Next, Garfield's

peak performers could assess their own personal strengths, and

finally Tichy's study of transformational leaders proved they have

an insatiable appetite for self-understanding, self learning, and

self-development (Byrd, 1987:41).

Whetten anu ,ameron (1984) described introspection in terms

of developing self-awareness, and listed it as the number one skill

critical for managers. The need for this skill by Chiefs of Supply

should be apparent. In order to be an effective leader, the COS

must first have a good understanding of his/her strengths and

weakness. Armed with that knowledge, the COS is then capable of

utilizing subordinates to compensate for personal weakenesses

Comparison of Skills to Military Literature

In 1986, Van Fleet and Yukl completed their study on

military leadership and published the results in their book, Milit.-.r-

Leadersnip An Or.anizational Perspective. This book is useful as a



comparison of skills needed by Chiefs of Supply because it deals

specifically with military leaders. In their study, Van Fleet ann:i

Yuk! examined the behaviors of military personnel. fccusin ',n

skills needed in combat/warnme and non- comba/eac;,t.me -7

study was done using three different methods: critical incidents oif

military cadets during drill and ceremonial situations, correlaticn;-!

analyses of questionnaires administered tc cadet leaders a. Texas A

& M, and a P.OTC summer camp; and career descr.ption analyses

of biographies and autobiographies of effective leaders (Van Flee

and Yukl, 198646-52, 66). The results of the analyses are

.hown in Figure 16

I

peacetime, noncombat wartime, combat

Figure 16. Significant Behavior Categories for Methods
(Van Fleet and Yukl, 1986 91'

gg

JI II I l i II ,i I,



When comparing Van Fleet and Yukl's 7 behaviors to the 16

skills identified as requiring training, six of Van Fleet and Yukl's

categories coincide with skills from Tz.ble 9 The cnly skill identified

by Van Fleet and Yukl and not listed by the Chiefs oi Supply or

Supply officers was consideration. Consideration was identified in

this study as personal communication.

Because the respondents for this study were not asked to

differentiate between the skills needed in combat versus

noncombat, unlike the subjects in Van Fleet and Yukl's study,

there may be several reasons for differences between the studies.

It is possible that some people answered based on what skills they

would need today, while others based their answers on the skills

they would need during a wartime scenaiio. Zecond, Van Fleet

and Yukl used a wide variety of military personnel for their

study, while this study was aimed at one specific group. Finally,

the unit size and organizational level could be expected to infbuence

different leader behaviors due to their size (Van Fleet and Yukl,

1986:27).

Table 9 is useful for determining what skills actually require

training. It provides an indication of skills in which both sub-

populations feel they require more training. Even those skills listed

that are not common to both sub-populations are supported by the

literature as being skills important for managers and leaders, In

fact, seven of the sixteen skills requiring training coincide with the

skills identified by this study as being important to Chiefs of

Supply. Also, six of the sixteen skills coincided with Van Fleet and
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Yukl's study. One additional area needs to be discussed before the

list of skills to be trained is finalized. This area involves the

reliability of a person's ability to assess their own capability. The

theory of attribution will be used to make inferences about the

actual capability of the respondents.

Need for Training

Attribution is a special feature of social interaction where

each person is their own cause and effect. "[One's] own behavior

may be the cause of the behavior [one] is trying to understand

and explain" (Kelly, 1971:1). One aspect of attribution is the

discounting affect. The discounting principle states that, "the role

of a given cause in producing a given effect is discounted if other

plausible causes are also present" (Kelly, 1971:8). The theory

indicates that if there is only one plausible (socially desi:able)

cause for attribution, then compliance with '.hat skill or behavior

would be associated with internal causes (personality traits)

However, if both internal and external causes are plausible, then

the role of internal causes is discounted and the behavior is

attributed to external pressures (Kelly, 1971: 9). For example, a

person is likely to overstate their capability to delegate. If they do

delegate successfully, it is socially desirable for the cause to be

because of their own capability However, should delegation fail,

that same person is likely to attribute more of the cause of

failure to the environment rather than himself/herself
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Because of this tendency to overstate personal capability, it is

possible that some of the skills that are important to a Chief of

Supply, although not reported as needing training, may indeed

require further training. Secondly, just because a skill listed as

requiring further training did not make the top ten list of

important skills for a Chief of Supply does not mean the skill does

not require training. Finally, although the respondents of the

survey were a representative sample of the population, the reasons

for non-response are not known. Because of this unknown,

caution should be used when defining the skills to be trained.

Should the list become restrictively narrow, the training may not

help those persons that require it the most. Therefore, the set of

skills selected as requiring further training includes not only all of

the top ten skills identified as being important to Chiefs of Supply,

but also top ten skills, for both sub-populations, that require

further training, Figure 17 contains the list of those skills.

The intent of this study was to determine the human skills

needed by supply officers to become successfil Chiefs of Supply.

Each of the 16 skills to be trained have been validated through

data analysis and through comparison to existing literature. From

this review and the review of literature conducted in Chapter I,

there is an indication that the specific skills needed by managers

are slightly different for each leader. These differences can

,possibly be attr.buted to differences in working environments and

demana5 placed on business leaders versus those placed on supply

officers and Chiefs of Supply This finalizes the list of skills to be
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trained. It is now time to discuss what types of training the

supply officers prefer.

Acts Consistently Truthfulness
Trust Judgment
Listening Solving Problems
Provides Praise and Recognition ,nspiring Subordinates
Emphasizes Performance Delegation
Enthusiasm Facilitating Teamwork
Clarifying Work Roles Judament
Administering Discipline Performance Communication
Managing Stress Planning and Organizing
Foresight Setting Goals
Introspection
Communicating a Shared Understanding

Figure 17. Complete List of Skills to be Trained

Method of Training

The results of the data analyses clearly indicate a preference

for a training situation that has an instructor and allows for

interaction between that instructor and the other students, The

preferred methods of training were professional development

seminars and Air Force Institute of Technology (AFIT) instruction.

Classroom lecture followed as a third choice. Katz supported

classroom tcaining as the method for learning, stating human

skilis are learned by doing. "Skills are developed through practice

and through relating learning to one's own personal experience and

background" (Kat2, 1955.40). Katz also stated in the same
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paragraph, "Training... requires a skilled instructor and organized

sequence of activities * (Katz, 1955:40).

The fourth and fifth choices for methods of training were

computer based learning and shadowing senior officers. These

methods had a selection preference of slightly less than 50 percent

With either of these two options some student interaction is

possible.

The supply officers also had definite ideas about what

methods of training they did not want to receive. The two

methods, correspondence courses and videotaped lectures, that had

neither instructors nor allowed student interaction were each

selected less than two times out of six possible pairings This

finding appears to be consistent with Katz's conclus'ons quoted

above. HAving identified a list of skills to -e trained and obtaining

training preferences, let us now consider appropriate

recommenda .. ons.

Recommendiatlons

General Comments. "Effective training stems from a learning

atmosphere 3ystematically designed to produce changes in the work

environment" (Goldstein, 1986 3) The type of training needs to

be identified first in order to effectively train supply officers to

assume the role of Chief of Supply This training must meet the

n.ods of the officers as tney progress in rank and responsibility

Relying purely on technical training courses is not enough

Increased responsibility requires the leader to use different skills

1
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The Xerox Corporation begins their training with new management.

candidates and continues it all the way through senior executive

level. At the lower levels, management skill and skill acquisition

are taught. Business strategies and tactics are taught at the

higher levels (Short, 1987: 26).

Training courses require senior management involvement, not

only through supporting the program, but by actually getting

involved in the process. "Senior management should serve as a

role model for subordinates by involving themselves directly in

conduct;n2 and attending educational efforts for their employees"

(Greiner, 1987 38).

The training process for management skills cannot be

accomplished quickly through only one session or one course.

Training should begin when the officer enters the supply career

field and continue until retirement. Training must *e a continual

process. General Electric has recognized the importance of

training, by building a Management Development Institute. At the

institute, professional managers are required to participate in

training that is provided during transitional points in their careers

The training sequence begi.is with hiring and progresses as the

manager moves upward in the organization, culminating in a

course for corporate officers (Tichy, 1987. 40) The courses that

are taught are built specifically to address the needs of the

organization. Federated Department Stores, Motorola, General

Foods, and Xerox Corporation are also examples of organizations

that have built manage .-. ent and training programs that are
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directly linked to the implementation of corporate strategies (Bolt,

1987:28).

Chiefs of Supply are the experts in their field, and their

knowledge should be made available to others. Commitment to the

training program should begin at the top. Top leadership should t
also be actively involved in the actual training (Short, 1987.26).

Specific Proposals- The results of the training delivery

method analysis indicate that the first training choice of supply

officers was the professional development seminar, although the

AFIT short course was a very close second. There are several

options for delivery location: base level, regional seminar, or a

combination of both. Using a combination of the two has distinct

advantages. By teaching the course .at basp level, the instruction

would be available to every officer in the unit at the same time.

Common problems could be addressed and specific, relevant

examples could be given. This base level instruction could be

supplemented occasionally through the use of regional supply officer

seminars. These regional seminars would afford the officers an

opportunity to meet fellow supply officers, get a broader view of

the various jobs within the supply community, and provide a

forum for discussions about new ideas and chronic problem areas.

This method of training would also provide an excellent opportunity

for distribution of important supply information whether it be

squadron, base, command, or Air Force wide. This regional

conference could be organized either by geographical area cr by

major air corn .nds
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Standardized courses Air Force wide should be considered as a

way to ensure each supply officer is provided with the same

training. This standardization could be accomplished utilizing

either the Logistics Management Center (LMC) Training Directorate,f
or Air Training Command to design the lesson plans. By designing

a standardized course, the training would be the same throughout

the Air Force, yet could still allow for some customizing at each

base.

An additional benefit to standardization is that training -ould

continue despite a permanent change of station (PCS). Since

supply officers could PCS throughout the entire year, a

predetermined standardized schedule of training should be

.onsid.-.e to rni.. ze loss of training as individuals relocate to

new assignments.

Although the boss may not be a skillful trainer, he/she could

be the most effective trainer in the organization. "Without his true

involvement much of the training effort is really a waste of time"

(Golde, 1987: 33). The Chiefs of Supply are ideal candidates to

teach these courses. In addition to sharing personal knowledge and
eprecthe COS could continue to irpoehis/her laesi

,kills and reinforce their knowledge base These new courses could

also be used to supplement the un-the-job training currently

conducted by the Chiefs of Supply.

Areas of Concern. Serious consideration should be given to

the grading criteria of these training courses. The method of :ating

often determincs the students' enthusiasrrn and effort :f po~sib!e,
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the course needs to remain informal in order to allow the supply

officers to express themselves as freely as possible. While some

form of measurement is needed to determine course effectiveness,

the measurement tool should not be so threatening as to inhibit

learning

Another area to consider when designing the course is the bi-

polar nature of the supply career field. Almost half of the supply

officers have ten or more years of prior enlisted experience and the

the other half have no prior service. This bi-polarity creates vast

differences in technical expertise and experience in the supply

system. Thcse new courses will need to address both the novice

and the expert views without causing confusion or boredom The

bi-polarity also causes the supply officers to have different

amounts and lifferent types of managerial skills, resulting in two

distinct training levels, This training program must address the

different perspectives and meet the needs of both types of people

Limitations of Research

No attempts have been made to generalize these results

throughout the Air Force The population of interest for this study

was supply officers This questionnaire could be administi ea to

other populations w.th minor modifications

The entire population of supply officers, from First Lieutenant

through Major with less than three time in grade, and all Chiefs

of Supp;,y we, e sampled Although a representative sampie of the

pcpuiaton 'VS rce-:vd, almost half of the c - -ers d:d not
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respond. It is possible that those not responding to the survey

may have significantly different perceptions about the importance

skill and their capabilities than did those who responded to this

survey.

.When asked about the importance of a behavior for a Chief

of Supply, the respondents were not asked to distinguish between

behaviors needed in peacetime versus those needed during war.

Should this question be asked, the results of this study could differ

significantly,

Areas for Future Research

There are several possibilities for follow on studies:

1) Analyze each skill that appears on the list of skills to be

trained and determine what method(s) of training will best

facilitate learning the skill. Select some skills that are trainable by

using computer based learning. Once these skills are identified,

build a prototype lesson for one skill or a sample portion of a lesson

that combines several skills.

2) Once training has been instituted, repeat this survey to

see if the importance and capabilities of either the Chiefs of Supply

or supply officers have changed.

3) Readminister this survey, differentiating between the

skills needed by a Chief of Supply during combat versus those

needed in a non-combat situation.
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Conclusions

Studying competencies at the individual job level is excellent

for determining specific job training needs (Van Fleet and Yukl,

1986 90). This research has determined those skills that the

supply officer felt were important for a Chief of Supply and have

assessed the skills that require training. Four general conclusions

were made about the types of skills the supply population felt were

important and those skills that the training should emphasize.

1) Chiefs of Supply have high degree of integrity and ethical

standards in the performance of their jobs. To maintain those

high standards, a Chief of Supply needs to continually reassess

his/her own capabilities, identifying both strengths and weaknesses.

There should be a continual desire for self-improvement. By

understanding him/herself, the COS becomes aware of the impact

his/her actions have on others.

2) The Chief of Supply's ability to communicate is

essential. As the commander, the majority of his/her day is

spent communicating. The COS should to ensure that he!she has

all the necessary communication tools available. Those

communication tools will also assist in delegation and decision

making,

3) The way subordinates preform their job is very

important to the COS. The COS is responsible for making personal

expectations clear to subordinates by clarifying work roles,

encouraging and inspiring performance, providing praise and

recogniton, and facilitating team work
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4) Th'e COS should continually be looking for new

opportunities and activities that can be undertaken to strengthen

and motivate his/her squadron.
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Appendix A: 1988 Supply Officer Survey Instrumnt
for Chiefs of Supply

L)EPARTMENT OF TH4E AIR FORCE
AIR UNIVERSITYF

AIR FORCE INSTITUTt Of TECH40LOGY

MTIb41PA rrESO AIR FORCE S( O 45433 
2 Ma 19

DerChief of Supply

Ccimmnd Dre~os ofSupply Th.ey re h p oiymkrfrthSupyoa -
In arh 1MtheDieco~crs, o o ehprldse concern ed Tih he dysion l owmen, of~

wtll q h ~o upply leadn Ti cnernstemp and the nme fofcr M ge h
ponafs e Chief of Supply t~ r ui oeunmdmngwizto

Wsed to astung toe yursielp.c ne oub ane civey Chief of Supplyyuko
betehile tnye seo supal lea~td edership skll ycene abutt e oedsionadyt a

We are trLin ee inr you r opl. inou. Toe urrenet a es arie Supply touko

determine what managemnt and leaership skills are citicl, and will have a
npiifcant UE4.wct on the profesional developmenit of future junior supply orficers.

Tour participation in this resea~h project is isitrely voluntary; but your help
would certainly be appr-uciated. All cf your responses will be treated confidentially.
Individual Idenifati~on IS not required. No individual or organiation will be
identified in use of this material wina you give sp-aei written permissuon. If you
wish to receive summary statistics from this study, you may include your name and
address on the back page of the survey and the uiformat.on will be provided upon
completion of the study.

It you have any questions concerning this questionnaire please contact Captain
Dana L Strong, AFTT/LSG., AUTOVON 7-15435 or FAX AUTOVON 795-V91.

2LAN L. STRONG, Captain, USAF 3 Atchs
Supply Offcer and AFIT- Studen 1. Questlomwiir;

3. Answer Sheet~s

AFL14C KN M1178 Expires 31 Janiiary 1990
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SURVEY OF SUPPLY OFFICERS

AFLMC SCrN 881176
Expires 31 January 190

AIR FORCE LOGISTICS MANAGEMENT CENTER

GUNTER AFB, AL 36114-6693
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SECTION I

This section contains items relating to your personal background. Ple, mark ,ll of your
responsis on the questlonnal re and then blacken the corresponding number, with a No. 2 pencil, on
the answer sheet provided.

1. Your 0 ai.

1. 21-25
2. 26-30
3. 31-35
4. 36-40
5. 41-45
6. 46-50
7. 51-55

2. Your sex is:

1. Male
2. Female

3. Your rink is:

1. 1st Lieutenant
2. Capta n
3. Pjor
4. Lieutenant Colonel
5. Colonel

4. Your commissioning source vs:

1.0T
2. ROTC
3. Service Academy,
4. Other

5, Hov would Wou claWlfy your undergraduate degree?

I. Liberal Arts (Emlish. Hstory, Music. etc.)
2. Social Sciences (Psyhology, Soiology, etc.)
3. Busine (Manaerment, Accounting, etc. )
4. Engineering (Civil, Electricl, Asronsudcal, otc.)
S. Sciences (Physics, Chemistry, Biology, etc.)
6. Other
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6. Your highest education l'vel is:

1. Bachelor's Degree
2. Some graduate work
3. Master's Degree
4. Some work beyond Master's Degree
5 Doctoral Degree
6. Post Doctora] Degree

7. Hov much timiandme (TAFCS) hmv you served in the military?

1 . Lew then four yeers
2. Fo-ir yers, but I~s then aix years
3 Six yjears, but .oss then eight years
4. Eight years, but less then ten yeers
5. Ten years, but ieon then twelve yeers
6. Tvelve pars, but leos then fourtesn years
7. Fourteen yeers, but less then sixteen yeers
8. Sixteen years, but less then eighteen yeers
9. Eighteen years, but lss that, twenty Wars
10. Twe nty yee rs or mo ro

8. Your amount of priorr enllite service time Is:

1 . None
2. Less then one yeer
3. One veer, but less then two veers
4. Tvo years, but less then fou~r veers
5. Four yeers, but less then eight veers
6. Eight years or -aore

9. Your current assignment corresponds to which caegory?

1. PrlmaryAFSC
2. Career Broadeni ng, Non- Rated S upplement
3. Ca ree r roode ni ng, Rated S up pleame nt
4. Other ( Please speCify)

10. Whet type oflorganization do you presently Iwork in?

I1. Joi n#
2. Major Air (.ommend
3. HQ Numbered AF
4. Ai r Logiti cs Cnte r
5. 8&ss Lmlb
6. HQ AFLC
7. Other
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11. Which major commend do yu work for?

1. Air Force Lgistics Command
2. Alr Force S terns Commend
3. Air Training Commend
4. Military Airlift Commend
5. P clflc Air Commend
6. Spece Command
7. Strategic Air Command
8. Tectical Air Commend
9. UnIted States Air Forces Europe

10. Other (pleae specify)

12. If you ore at beo level, are qou presentlyi eis:sgned to a Supply Squadron?

1. Yes
2. No

If you enrered j to question 12 please slp question 13 and cfhtitnue vith question 1 4;
othervise continue vth queston 13.

13. Your current job title is:

1. Section Chief
2. Brench Chief
3. Awlstent Chief of Supplg
4. Chief of Supply
5. Other (plee sp cify)

14. Hov long have you been assigned to your current job?

1. "ss then 6 months
2. At least 6 months, le" then 12 month,3
3. At least 12 months, le-s then 18 months
4. At least 18 months, eS then 24 months
5. At least 24 months, le3s than 30 months
6. At )eat 30 months, les then 36 months
7. At least 36 months, less then 42 months
G. At least 42 months, les then 48 months
9. 48 months or mo
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SECTION II

This section of the queStonrn=rs ccntins a list of human beh or exhlbitted y managers

vhlla taMj perform their dai I dutlas. iMs the scale belov to RATE WW IMPOPTAgT YOU FEEL
TE0JHAYI10R IS FOR A CHIEF OF SUPPLY. Enter the number on the questionnaire end then
hiecken the corresponmci number on the ansrver sheet prodded.

1 2 3 4 5 6 7
I I II _ _ j

Very Rarely RM-91y Swr~r Often Y-ry 011on Ext - '

1 5. EMPHASIZES PERFCRlANCE: The extant to vhlch a Chief of Supplj emphasizes the importance of
subordinates performnce en endours 3ubordinotes to mke a maXt mum effort.

16. INSPIRING SUBORDINATES: The extant to vhich e Chief of Supply stmulate3 enthusiasm eong
subordinates for the wort of the group, and says thins to build their confidence in the group's ebility
to u s=aful attain its objective.

17. PROYIDES PRAISE AND RECOGNITION: The txtent to which e Chief of Supply protdes appropriate
preoie and recognition to subordinates with effective performance, and 3hovs epprecation for peial
efforts end conti I bulons made by subordl notes.

18. STRUCTURES REWARD CONTINGENCIES: The extent to vhich a Chief of Supply revards effective
subordi n te perfornance vith tanig ble benefits, such as rntlon awards, promotions, better
eigsinments, better york schedules, extra time off, etc.

19 CLARIFIES WORK POLES: The extent to vht:h aChief of Supply informs 3uborainotes ebot thir
duties end rpomrcibil1,1e3, clarifies rules end policies, eand lat subordinates knov vht i, expected
of them.

20 SETML$: The extent to vhich e Chief of Suppli, either alone or Jointly vth a subordinoate, sets
specific, chellonqtng, but real3lt.c, performence goals for each Importn1 aspect of the subordi nte's
Job.

21 DELEATES. The extent tovhich a Chief ofSupply deleqati responsibility and suthority to ._
subordintes end allow them discretion in Jetermininr how to d tir york.

22. PLANS AND OIGNIZ The extent to vhich e Chief of Supply plans in advance hov to improve
efficiency end productl*'ty, schedule work, coordinate work -nit activitles, accomplish task
aujctlve:. and strataie3, end cope wtth potentlel problems. _

23 FORMIG)T: The extent to which a Chief of Supply looks for vew opportunities for the work unit
to exploit, propc: rev activities to uQrerlake, and offer3 i nncatle is.s for irtnqtr '. i nr the
york unit. _
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n the xale below to RATE HOW IMPORTAIT YOU FEEL THE 8 jAYI1OR Is FOIRA

I 2 3 4 S 6 7

kang Ia eartly 607 0et Of.t Y OMen 1xiotnely

24. SOLYING PROBLEMS: The extent to which a Chief of Supply takes prompt and decsie a tion to
deal with serious work-ralited problers and disturbunca.

2S. TCILITATE5 TEA? ' RC: TN extent to which a Chief of Supplh empausizes teemvork Ind tries
to promote ooper Mlon, oheivres, and Identiflcatsoi vith the group.

26. MANAGES CONFLICT: The Went to which a Chief of Supply diwmure unne==ryr f M e and
bickering ofv suourdinates, and help* them to et1la conflicts and dlarmeento in a constr,,tlv-

27 CRITICIZES The extent to which a Chiaf 3f SJplJ c" 'i.izum peiflc t3 of sutordirites vhlch
ire unacceptaOle to the oronzifrlnn, fla pw:ttive thtrnt; . my, Ind ;r de3 opporunitle* for
sutordirntes' ox pl antlora.

28 AOMINISTE 5 DISIPLINE The extent to vhlch I Chief ofSuopq taes appropnrite disci ph ry
aciofl to oI) with a 30jorll note vho 'viol e.3 a rule. di bey an ordor, or he* coit~tentl y poor
por ormtice.

29 TASK COMMUNICATION The eX1nt to Which a Chief f Supply lt 3ubor1Inota3 krv whet nes
to e done, ax;laoir chene i3 the work ,lvoa, and oxplinm pollcles and procedures.

30. PERFORMANCE COMMUNICATION. The etant to which a Chief of Supply communicate3 InformAtIon
about the quelliJ of subordlnto'3 work or how wail (3)he is doing

31. CAREER COMMUhICATION: The extant to vhleh e Ch..:,, ziup,:, ;, ' . nit"%$3
with ,urlntes end provloe, !.hem ivth cAreer inforrmtlon on future es*Iqnments,

32. PERSNAL COMUNICATION: The etent to which a Chief of Supply and subordirates discuss
personal Ises iihs fmly arInd non-releted vork Interests

33 WRITTEN COMMIUNICATiON The eant to which a Chief of Supply communicates with supriors,
pwrs, and subordinate* throuh the = of remo's, lettr's, end other writlen correspondence.

34 LISTENS. The exant to vhich a Chief of Suppl y lt ter to ordl rates and responds to the tszueo
raied.

35 ATS = ISTENTLY The extent to vhch 3utorntes feel I Chief ofSupply is clor stent in
his/he, res3a1se acions, Ind ;xiltwes



Um the scale lo'w to RATE HOW IMPORTANT YOU FEEL THE BEHAYOR IS FOR A

CHIEF OF SUPPLY.

1 2 3 4 5 6 7

eY RaVb Rarpl sametam OR@"f VVV Often Exvffwb

36. FLEXIBILITY: The extent to which a Chief of Supply adapts to rv or urxpected situetlom In the
work unit and allov modifications to eistir plans vhile still muintalntrq control of the unit.

37. PATIENCE: The extent to which a Chief of Supply is willing to help subord'intes over and Over
without complaint.

38. QUESTIONS POLICIES AND PROCEEDUR"S. The exatnt to which a Chief of Supply is willTng to
quetlon decisior that ere contrary to current polict or morel standrds, or view with skepticism _

soluttons that require largo expenditure of mnpower or mrterla]$. _

39. COMMUNICATING A YISION: The extent to vhich a Chief of Supply is able to crete mental end
verbal picture of a desirable future function or state in the mirns of subrdi nates.

40 4EORKI NG The extent to which a Chief of Supply iocialzes with top manrement, is I nolved
In community events, deelops c~operatlye relatlonhtp3 with other people who are surces of 3upport
snC ir,forrnatlon, and mtintains relihonhip3 through periodlc interaction.

41 PINITOPS OFERATONS: The extent to vhich a Chief of Supply keep informed about the acnvitim
vithin the unit ar* checks on the performance of subordinete*.

42. MNITORS T HE ENPONMENT: The extent to which a Chief of Supply keeps i nformedl about outside
events that hve importmnt implications for the work unit.

43. CONTROL: Te extont to which a Chief of Suppl y I mplernts controlling mthods suct as
preventaive rrintenernce, revgev r major problem end project delays, Inspectln 'work, and
conducting follov-up inspections.

44 COMM1TMENT TO A Y;SION- The erent to vhich a Chief of Supply Inolw subordnates in
shepir the future state of the organization and ref"Aes to give up that view of the future in the face

of great avrsIttj.

45 TRUST The extent to vhich subordinates feel they can di uss problems and : dffultie3 .nth a
Chief of Supply without jeopardizing their positionor hWlq it "he]J, aginst" them later.

46. TRUTHFULNE1S: Tho extent to vhich a Chief of Supply is honest in emvlLuting his/her repornes
to uggestions or proposals nde by subordinates

47 ENTHUSlASM. The extent to which a Chief of Suppl'j demonotrate3 interest or excitenent about
his job
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Lis the scale below to RATE 110W IMPORTANT YOU fEEL THE BEHAYIOR IS FOR A
CHIEF Of SUPPLY.

1 2 3 4 S 6 7

VW'd Raribj Xaeby Sar~eiws ofunv VeryJ O2ftm9 Extrwok
LbI Itav "V~ta" hrts" I Irta" brla1d bvr1Ml frtant

48 DECISION MAKING "he extent to vhlch a Chief of Supply 1114.oe the wttitiuon, searches for
solutlons, evaluates the consequence*, and selects en alter native.

49 ALLOATES REWURCES: The extent to which a Chief of Supply chooses among comrpetng resurce
demands by tl mmnaement, designin wort sytems for suboroiInotes, end autharizi ng
Implementation of major deciionu. _

50 ENTREPRENEUR. The eWtent to which a Chief of Supply identfle3 end take a vantage of new
opportunitte, and controls the implementatlon of ubeuquent changes.

St. PEER TEAM BUILDING The extant to which a Chief of Supply develops implicit contacts with pasrs
to serve mutual needs and trade re*o.rcz in real -time.

52 I NT;PCPECTICN The eWtent to which a Chief of Supply understand: his job, 13 sensitive to his
impact on the organization, and Is aers of his own strength3 snd vekneses.

53 CONCUCTS EFFECTIYE GROUP MEEINS. The extent to which e Chief'of Supply adequately
prepares for, makes presentationm, end conducts di cusona with peers or subordinate. ._

54 MANiZING STRESS: The extent to which a Chief of Supply Identifleti urces of major stress,
develops affective time menagement techniques, end develop3 effective copirq mechanims.

55 COMMUNICATING A SHA*RED UNDERSTANDING: The extent to vhich a Chief of Supply ensures
each member of the work unit shres the same concept of project teask ng, ols, end performance
expectetions _.

56 NEGOTIl', The extent to which# Chief of Supply rawly" conflict with eo6le outside the
unit through c-. -nittnt of resurce, nd compromise cn behalf of the organiztion.

S7 L!ASN The eWent to vhich a Chief of Supply t nteracts with peers end people outside the
orgeniztion to gain favors and informaton.

58 JUDGEMENT: The exteot to which a Chief of Supply's actions ere an appropriete reupone to the
situation at hand.

59 INTERAKTING WITH SUPEPIORS: The extent to which e Chief of Suppoly communicates relevent
information to sutrn or eabout deci3ions, plane, unit ctivitie, end requeate l __te_ _;
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SECTION III

*Now, uingr the wale belov RATE HO0W CAPABLE YOU FEEL YULA TODAY 11
PERFORMING THE MIEN BEHAMiR. Enter ,he number on the qu*~tlonnre'raarw then blackmn the
corre~poriding number on the trawar sheet provide.

12 3 45 6 7

60. EMPHA4SIZES PERFORMANE: The extent to which you can amp~izv the Importance of
3ubord1rate3 performae ad 11=4( e Ubordlnste3 to maeke 4 maximum effort. ____

61. INSPI PING SUBORDINATES: The Wxent to vhich you can stimulat eMtuiam amng subordnates
for the work of the group, ind say tMrig3 to build their mnildenca In the group's ability te 3 remfullIJ
attai n 1,ts c bj ectl'ea._____

62 PP17IDES PRAISE AN~D RECOGNITION: The extent to whi~ch you can prixide appropriate preile and
rec~ntion to iiubordinatea v~ih effective performarvye, andl iihv appreciation for spieial efforts andi
contri bultor3 rbde by 3ubardi note*.I 63 STRLETURES REWAQD CONTINGENC ES. The extent to which you can ireard effectlye subordi note
per-formnrce wvith tar~blo benel"Its, such as r~gni lion ayrds, prorretlonr, beffer wsignentil,
better work 3ce1ule:3, extra time off, aec.

64 CLARIFIES WORK POLES The exlent to which you can Inform subordinate* about their dutit and1

rwponibiltle, clarify rults and policies, and )et 9bordirute3 know whet, is expected of them.

65 SETS Mi.S ihi extent to which you ca3n, either 4ione or jointly vltii a 3utiorlIrute, wet 3pecif~c,
challenging, blit realittic, perormnre goals for each im:4riant aet of thoe 3ubordinete*3 lob.

66 DEL.ECAES The extent to whizh you can delegae rmpomitillty and au-ithorlty to 3ubord'nate3 end
Wlow them dttxretion in determining how to do their work

67 PLANS AND CPSANIJ S The exlent to which pu canr Dion in *inu V o iC n:r" eflcienc-, iini
produtiyity, scheMule w" rt, coorli1rwte work unit ac!ti3 Kzcmpili is t objectrye3 6V~ iirale e3,
inci xpe with potential prob)err ______

68 FC'ESIGHT The eWent to which ;ou can 'cok for new oo~orluniiel for the vrk unit to eypic:t,

propm rev sctivitle3 to underiake, anid offer inrnaystx ides for 31rneIhenirg ihe vtrk unit______

69 -LlW P , -STee~n ,v Ihxj cznt; e pror"'; erb, lc'sive 80nto *01 Withi

iiro t tr -eee:p o lrtii adIu 1ir,!



use t he scale below RATE HOW APAtLE YOUFEEL YOU ARE TIODAY IN PER fORM ING

12 3 4 5 6 7

70 FACILITATES TEAMWCRK The ent to which you einpheo1ze toormvork end promowte =prtion,
cohe~t,'enewa and identification with the group.

71. MANA4GES ONFLICT The extent tow vhie you can oilscurso unnecs~sary lghtl ng Pnd biclcari nq
amo~ng iuborlinotm. and help them to settle conflicts andl dsareements ina constructive mannrr

72 CRITICIZES TNe extent to wh~ichi you can criticize spernfc acts of subordinates w'hich or%
unoccaptable to the orgenizition, 11td positlyp thlngp to say and provide opportunties for
3uborlnate3 explaeulonu

73 ADMINISTERS DISCIPLINE: The Wxent to which you can take appropriae disep oi nry melton to
deal with a 3wbordrnete who violates a rule, disobys en order, or has conaistently por performance

74 TASK COMM~UNICATION The extent to which you can let :iubordlnom krov whtat needs to be done,
explain chorees is the wyork place, and explain policies end~ proc:ures

75 PERFORMANCE COMMUNICATION The extent to wh'ich you can communicate information about the
quol,,y of 3ubordinote' work or raw 'veil (3)he 13 dong

76 CAREER COMMUNICATION The extent to wich you can discuss tranng oppotlunitie* with
3ubordinee and pro'vide them wvith career Informotion on future sgnffwnt,

77 PERSONAL COMMUNICATION The extent to whichi you and~ subordinates dis3 per~ro issues
such as family ernd non- related work Interests,

7e. WI7ITTEN =ZtMUMICATICN The extent to whiich yiou can =mrntn1cate 'with superiors, pers, and~
suborlirates through the use of nrmo 3, latter 3, and other 'vrittv correspondeno

79 LISTENS The oxtent to 'which you can lislen to suborlinates orl respond to these issw raise

80 ACTS =NSISi ENTLY The extent to w1 hich subordinetes feel you are cor~istent in your responses,
octiorm, arid policies.
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Pleas tots Isar roi peame from the booklet asi fill to tke FIRST saer saber ov.
Year first asr sleet oeld bo completeIq filled. If it Is eot cosepletaIq filled Is,
p buck sod check the sequating of par emuwrs. Yot mal hav stipped as Itsm. Use
the SECOND esevir sheet ts rvopead to the reii Itsi Is the qsestless~ir.

Use the scale below RATE HOW CAPABLE YOU FEEL YOU ARE TODAY IN PERFORMINGI THE GIYEN BEH'AYIOR.

12 3 4 5 6 7

1 lidr ttbEtrrnl
heapable Caale aal

1. FLEXIBILITY: The W~ent to 'which youcan adpt to new or urwxpected situations in the work unit
and allow, nmichl.rons to eistl rig plans 'while stil rmintai ning control of the umt.

2. PATIENCE: The eWent to 'which you ae 'willing to help subordinrates o'ver and over without
complaint,

3. QUESTICPS OLICIESS AND PPCEEDURES: The ertent to whith you art willrq to question dectlons
that ae contrary to curren't poicimsor mo~ral 3tariard3, or '1vie,''ith skepticism 3olution~ v'tich
require large expendi1tures of monnorver or materials.

4. COMiMUNICATING A YISION. The extant to which Wu e able to create ental end verbal picture*
of a desirable future function or state in the mins Of sUbarlntes.

S. NETWPKIHG. Theet to' which youcan oialiro ithlop mer~qeren, are involvedin
community events, develop cooperative relationshi ps with other people 'who are sources of 3upport
andi informeition, and rmintain relationships throug~h periodic irderction.

6. lKNlTOPS OPERATIONS The extenti tov'hich you keep informed about the activities 'vithin the unit
ernd check on the perforrre of subordl notes.

7 MCNITORS THE EW~IPONMENT The* ", nt to 'which you keep informied about outside events that
twve important implicationa for the work urnt.

S. CONTROL, The extent to 'winch you Implement control methd i,) as preventative maintenance,
revevieg major protlerra and project deleip, inspectingl '.ork, and cond~xtinq follow-up Inspecions

9 CflMmiT1,tENT TO A VISION The exeant to 'which you can Involve subordinatles in 3hoping 1he future
s3tte of 'h e cr~ani'sf'on 1,4 ref~,e !o q*,re jo that vie',' of I,* future in.I tie face of great advrroity

to TRV2T The exter' to 'whch 3uburainaez- feel theyj con lixum~ oroblerm aerdddfficultie3 'with you
v1!1oul ;ecprr ri t'r poi 'Ian a r *Yn it "held %qa1^nt them 'ate r
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Lbs the scale bulow RATE WOW CAPABLE YOU FEEL YOU ARE TODAY IN PIERFORMIM
THlE GlIVEN BEHAY1012

12 3 4 5 6 7

bdo 1*4 xtrwitlyh

11. TRUTHFULNESS: The extent to which you are hoe~t In meing your r~epm to the
3tqwettone or ;roposels made by subordi notes.

12. ENTHUSIASM The exent to which you can denormtrate lntere~l or excitement about your job.

3. DECISION MAIG The eWant to which you can diagnooa the 3ituation, search for 3olutiorm,
evauste the comNsencars, and select in ilterrutlys.

14. ALLOCATES RESOURCES- The extent to whiich you can chom o mng competing re~orce demands
by tlrrs rnana.ement, deoign wart 3y~tarns of subordinates, and authorize implawientaton for maojor
decislorw

15S ENTREPRENEUR: The extent to which you identifyj and take advantage of uV opportunitles, and
control the implementation Of 3ubequent ehenqes.

16. PEER TEAM BUI LDI NG. The Wxent to 'which you can develoC I mplicit coniacts with Peers to serve
mutual ed3 end tride rasourma I n real -tH me. ___

17 INTPSPECTION- The extent to wshich you understand your job, are sensitive to your Impact on
the organization, and are aware of your o,'n strengths end 'eekno .

1 8 CONDLETS EFFECTIYE GROUP MEETINGS The extent to which you :an adentelil prepares for,
rmke prmsntetiono, end conducts di1uszion3 with pears or subordinates,

19 MANWI NG STRESS The extant to w~hich you can Identtify 3ourw of mnalor stres, dervelop effective
t1ime management tecniques, and deelops effective coping mechoniln!1.____

20 COMMUNICATI NC A SHARED UP4DERSTANDI NG The extent to which yov can ensure ech member
of 'he work unit shares the samne concept of project t&skings, gols, end per-formerr* expecttions

21 NEGOTIATION The erient to w.hich ,pu can rersove conflict with people outside the init through
commitmient of resourcts, and compromise on behalf of the organization.

22. LIASN The extent to wvhich you can interact vit. Peers end People outside the organization to
gaim favors and information______

23 JUDEMENT. The extent to w'hich ilcur actions ore en appropriate response to the situation at
he nd.

24 INTE;X TI G WITH SUPEPIOPS The exlent to vhitch you can communicate relmvni Information
to 3upef'ori ,tb2ul kcIo", Ians, wnit acliyilte3 end reqied ineterlel



Pleas take your responses from the booklet and fill in the SECOlDN ensDver sheet nov. You
should fill in number I through number 24. If you have more or less then 24 answers, go back and
check the sequencing of your answers.

When you h"e completed the comments section place both esnver sheets and the
uestbonngire booklet in the pre-addresed envelope. Please mail the responses as soon as possible.

Thank you for spending the time to complete this survey. i appreciate your efforts.

If you are interested in receiving a summary of the results of this research please include your
name and address below.

Please provide any other comments you wish to add below.
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Appendix B: 1988 Supply Officer Survey Instrument
for Supply Officers

OEPARTMENT OF THE AIR FORCE
AIM UNIVERSITY

AI IrOACE INSitUTC OF !IE 4NOLOGY
WRIGT..PATTERSON AiA FOhC. SASI ON 6S4334Si3

22 ay 1983

Dear supply Officer

The Air Force Supply Executive Board is composed of all Major Air
Command Directors of Supp!y. They are the policy makers for the supply community.
In March 1988, the Directors expressed concern about the profe-sional development of
Junor supply officers. This conc~rn stems from the number of officers arriving at the
po nt of being a Chief of Supply that are missing some unnamed managment or
leadership skills. The Air Force Institute of Technology (AFIT) School of Systems and
Logscs ti corunction with the Air Force Logistlics Management Center (AFLMC) were
tuaded to study the characteristics needed to be an effective Chief of Supply.

While senior leaderstip in the supply commurity is concerned about our
profecrional development, you and I need to be very concerned. We are the junior
officers they are referrng to and if we do not get the t.rainng we need, we wifl not be
ready to ssme the future leadership role of Chief of Supply.

Senior supply officers want to know our honest opinion of what management and
leadership skills we think are important for Chiefs of Supply. They also want to know
how well we can perform these skills. Fiually, they are interested in determining by
what method we would like to receive add4iUona profsonal development. If we do
not provide them with our honest opuuon, we have no one to blame but ourselves.

Tour participation in this research project is entirely voluntary; but your help
would certainly be appreciated. All of your responses will be treated confidentilly.
Individual identification is not required. No individual or orgaruzat.ion will be
identified in use of this material unle you give specific written per=ssion. If you
wish to receive summary statistics from this study, you may include your name and
addres on the back page of the survey and the information will be provided upon
completion of the study.

If you have any questions concerrung this questionnaire please contact CaptaiM
Dana L Strong, AFIT/LSG, AUTOVON 785--5435 or FAX AUTOVON 785-2791.

MAML STRONG, CalpMin, USAF 3 Atchs
Supply Officer anO AFIT Student 1. Questionnaire

2. Return Envelope
3. Answer Sheets

AFLMC ,N 381178 Expires 31 January 2390

$TPMENGT" TPOUGm XNOW.IOGI
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SURVEY OF SUPPLY OFFICERS

AFLMC SCN 881176
Expires 31 January 1910

AIR FORCE LOGISTICS MANAGEMENT CENTER
GUNTER AFB, AL 3611446693
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SECTION I

This section contains items rulating to your prsonal beckground. Please mark all of your
respon, on the uestionnire and then blacen th corresponding number, with No.2 nci1l, on
the answer sheet provided.

1. Your $e ts:

1. 21-25
2. 26-30
3. 31-35
4. 36-40
5. 41-45
6. 46-50
7. 51-55

2. Your sex 18:

1. Male
2. Female

3. Your rank is:

1. 1st Lieutenant
2. Captein
3. Mejor
4. Lieutenant Colonel
5. Colonel

4. Your commIsilonlr source was:

I.OTS
2. ROTC
3. ServIce Academy
4. Other

5. How vould yu clasify your undergrduete degree?

1. Liberal Arts (English, History, Music, etc.)
2. Social Sciences (P schol, ioloq, etc.)
3. Ous 'rs (- ement, Accounting, etc. )
4. Engineering .- 1vll, Electrical, Aeronauticsl etc.)
5. Sciences (PhYslc3, Chem13tr;I, Biology, etc.S
6. Other
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6. Your highest eucation level is:

1. Bachelor's Degree
2. Some graduete work
3. Mater's Degree
4. Som watE beyond Mester's Degree
5 Dwtoral Dearee
6. Put Doctoial Degree

7. How much commisoned time (TAFCS) have yu served in the militerU?

I. Less then four uers
2. Four users, but less then six years
3. Six yeers, but less then eight eears
4. Eight years, but lems then ten years
5. Ten uears, but less than twelve 'jeers
6. Twelve uears, but lm then fourteen uears
7. Fourteen ears, but less then sixieen years
8. Sixteen ueers, but Is thae eighteen yeers
9. Eighteen usars, but Im then twenty uyers
10. Twenty uesr or more

8. Your amount of prior enlstedservice time is:

1. None
2. Lm than one year
3. One uer, but less then two yars
4. Two aers, but less then four years
5. Four uers,, but less then eight years
6. Eight ears or more

9. Your current essignment corresponds to which category?

1. PrlnmrjAFSC
2. Career BroadenN, Non- Roted Supplement
3. Career Broedening, Rated Supplement
4. other (please speclfy)

10. What type of orlenlzation do you presentlyj work in?

1. Join
2. Major Air Commend
3. HO Numbered AF
4. AIr LogisticsCenter
5. Be3e Level
6. HO AFLC
7. Other
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I1. Which major commend do you work for?

I1. Ai r Fo rce LoW ic3Co m mond
2. Ai r Fo rce S'jste ms Co mme nd
4. M1Air~ irift Commnd
3. Alr Arl if Command
S. PecifM Air commiena
6. Specs Commend
7. Strategic Air Command
e. Tactl cal Ai r U mm"and

QU ni te States Ai r Fo rces E uro pe

12. if you ore at base level, oe you presentlyj misgned too Supply Squadron?

I1. Yes
2. N4o

If you anavered Nato qwstion 12 pleos stip question 13 and continue with question 14;
Mhe~rvise continue vith question 13.

1 3. Your current job title is:

1. Section Chief
2. Branch Chief
3. Assistant Chiaf oflSupply
4. Chief of Supplyj
5. Other (plwe pecify)

14. May long have you been assigned to your current job?

1 . Less t an 6 montfs
2. At least 6 months, les then 12 months
3. At least 12 months, less then 1 8 mon~ths
4. At least 1 8 months, less then 24 nonth3
5. At leat 24 =onths, less then 30 months
6. At least 3C month, less then 36 months
7. At legt 36 months, lss tMan 42 months
8. At least 42 months, less than 48 mnonths
g, 48 months or more

130



SECTION 11

This secion of the questionnaire contains a ist of human behaviors exhibitw byj mnvrs
whle teirform ther il duties. LU3 the siale below to RATE hOW I1IPORTAKT YOU FEEL
THE BElIAY:OR 13 FOR A CHIEF Of SUPPLY. Enter the number on tN questionnaire end then
blacken the correzpondin number on the answer sheet prwvidd

1 2 3 4 5 6 7

Y"j Prtly Rarelyvty* 01l. on Vo Oil" Extr~ly

1S. EMPHASIZES PERFORMACE: The extent to wtlc.) e Chief of Supply emptwime the importance of
subordinates perfornanice and ormuragrs 3uburd~natas to make a maximum effort. ____

16. INPRN UODNTS The extent to 'which aeChief of Supplyj stimulates enthuiaism among
subordinsae for the work of the group, end sas things to build their confidence in the group s ability
to 3ux esfuIIly attain its obJetlve.

17 PROYIDES PRAiSE AuD OECOU.4TI0N. Tl, extent to which aeChiefof Supplyj providen approprhite
praiie and racortion to iubord1 rule3 v 9!h affectivt performancre, end 3havws spprecvaton for special
efforts end contri butlon3 T~sde by 3ubordi rates ______

IS. STRUCT URES REWARD =Z TINGENCIES. The extent t3 'which a Chief of Supplyj rrwards3 effectme
subordinate performrur with tarqible :nerits, such as r~nitlon awards, prornot1c-, better
ssuignments, better v-7k scheules, extra timne off, etc.

19 CLARIFIES WORK ;OLES. The extent to which a Chief of Supply~ Informs :iubor~lInate* about their _ _ _

dufies and responvbtliltles, clsrfles rules3 and policies, and lots subordinates know what is expected
of them.

20 SET GGALS The extent to which a Chief of Suppi y, either aloe or jotintly 'with a 3ubordinate, sets
socittc, cheJler, but realistic, performnce qoals for each Important spect of 'he subordinates3
job.______

21 DFLESATE3 The extent to 'which a Chief of Supplyj delegates resonslilit and authority to
3uoordir.etes anti sI~ow ihem discretion in Vtarmining how to Jo 'heir work.

22 PLANS AhiiOXANIZES The Wxen~t to which a Chief of Suclily plans3 in arne )ow to improv
effivcy~i end produtl'vity, x~t~ule work, cd1inate 'work unit activitle3s, acrmpllh tsk
object1ls end 3traeqes, and co~.e with potential problems.________

23 FOPESIGXT The extent to which a Chic'of Supply looks for new opportunities tor the virk unit
to exploit, propoes vv sc 1vit to Qnderlake, and czfTeri inrnvyttie 1,ess 'or str he" ru thie
work unit



UNe the scale below to RATE t"W IMMIRTANT YOU FEEL THE BEMAYIOR 13 Fog A

CHIEF Of SUPPLY

1 2 3 S 61

25. FAILITATES TEAr1WK. Tne Wxent to 'wich a Chief of Supply empheaizes teamwrork and tries
to promnote coperevn, coht'vertss, ad identification 'with the group.______

26 MIWES CONFLICT The Wxent to 'which a Chief of Supply dl~urM un ~sry 1!ghirq ad
bickering among 3ubordinates, and help them to setle conflicts and disagreemientsi i, s contructlve
mannr

27 C;ITICIZES: The extent to 'which a Chief of Supply criticime 1;iif~c ac1s of suboroinates 'which _ _ __I

gre unoeptable to the orgmnization, Indas positi-,e things to say, and provides opportunities for
sutordi netes explanatiiow~

28 All MISTERS DISC:PLI ME The extent to vhic . a Ciief of Suppt q *ate ipropr'iie liphnar4
action toj" te'with a 3uioordlnate 'wiho'volate3 a rule, divoey3 an oroer, of has con.3i~tently Pwr
performance.

2q T4-K COMMIUNICATION- The exent to'which a Chief of Supply let subordinates kno'w whet neds _____

to be done, explains ct.anges t3 the 'wart place, snaaxplain* poitcies endl procedures.

30 PERFORMiANCE COMIMUNICATION: The extent tov'hich e .hief of Sup;ly -)mmunicates infor'nation
abotf, the qusityof subordinae~s 'work or th'w 'ell (i)he is doing,_______

31 CAREER COMMUNICATION The eWent to 'which a Chief of Supply dlxusaw training opporluntie _ _

'with subordinates and provides tI~em wilth career information on fulure aMignfnents.
:2 PERSCINL COMMUNICATION The extent to 'h,'hc a Chief Of Supply oad subordinates dis=
personal lmuea suchI as famniiy and non- relafd "work intereVt3I

33 WPIT7EN OPMLWNCATION Teein o'hc~aCifo upycmuiae wt uros
pmrs, and 3uboordinate3 through the use cf Tem i, lettr's, and other 'written corresoorwence

34 LISTEMS The extent tov'hich a Chief of S.-ly listerc to subordinates and resporals to the Issues
rase

35 ACTS -'MSSTENTY T!)e iyr'et lo 'wch,'erv' 'eel a Chieiof Supply is =crisient in
hiii er re3)nr=, aciioro, arid policies
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a,

Un the scale blo'w to RATE 110W I MPOTAUT YTU FEEL THE BOEtAYIOR I3 FOR A
CHIEF OF SUPPLY.

1 2 3 4 5 6 7

Wi Rarely Ra SmetVr.s Omen Veryj Often Exteirneb
Un~rwal "m anr t pirwafnt hwa, t krwmt kr nt Impoatam

36 FLEXIBILITY: The extent to which a Chief of Supply apti to rv or unexpected situatlor In the
'vrk unit an allom rrificator to existir plans while still mental niri control of the unit.

37. PATIENCE: The extent to which a Chief of Supply is willing to help suordinates over end over
V'it out complaint.

38. QUESTIONS POLICIES AND PoEEDURtS: The extent to which e Chief of Supply is wlli n to
question decisions thai are contrary to current policies or rnorai stenrdard, or viev with skepticism
soiutions that reuire lerye experditure* of ranpower or materials.

39 CMMUNICATiNG A YISION! The exlent to which a Chief of Supply yi able to create mental and
vertal ;;cture3 of a desirable future function or state in te mi ni of subordl nutes,

40 NE -1'MRKI NG The extent to whIch a Chief of Supply sucialtze 'with top nnernent, is mlved V
In community events, Jevelcp cooperstiye reldtlonshtp3 with other pw$e whto are sources of support
and i nformation, and rnintair relationhi p through priodic interaction.

41 "INITOS OPERATIONS. The extent to which a Chief of Supply keeps informed about the actiyities
within the unit and cheks on the performence of subordinates. _

42. M'NITORS THE ENYI'ONMENT The extent to which a Chief of Supply keeps informed aboul ou tide
event that hav important implications for the work unit.

43 CONTROL. The extant to which a Chiefof Supply Implements controlltn methos such as
preventative maintenare, reve'wir major problem and project delays, Inspectlrn work, and
cnductrn follow-up Inrapctior .

4.4 CMMITET TOAYIS!.N The eWent to which a Chief of Supply i" v!ves subordl Wts in
sepin qhe future state of the orgeni:itlon and refiw.s to give up that view of the future in the fice
of great Odvarsity_

45 TLST The eent to which subord'inates 'eel t*y can discts problems and df'ficuIties with a
Chief of Supply without jeoprdiZtrg their position or hn it "held ainst' them later. _

46 TUT)HFULNESS The extent to which a Chief of Supply is honest in eiauatlrw his/her retponses
to sues3tons or proposals mrae y suordnretes

47 ENTHUISASM The extent to which a Chief of Supply oernontrate3 interest or excitermient sbul
h1 1ob



Uiithescale Wlov to RATE 1 IMPORTANT YOU ItEL THE BEHyVIOR IS . A
CHIEF OF SUPPLY.

2 3 4 5 6 7

VYo" Rarvi - tl Sarwtnmvs 01 Very Onen Extr.mwey
unirivot~ hwptarn Ir~vrtan't hrvorislt Impsr1t Irmravm hrtant

48. DECISION MAKING The extent 'o vhich a Chief of Supply dlsX3es the situatlon, erches for
solulions, eveluetes the corueluen, and 3lcts an alternatliv.

49 ALLOCATES R!"'WrS: The Axlent to vhich a Chief of Supply choaus amor competing resoure
demands by time manrment, designing wort si tems for suutrdn ete:s, end aulhorlzlng
Implementation of major decisions.

50 ENTREPRENEUR. The extent to vhlch a Chief of Supply identle3 end take sdntaie of rev
opporlunities, ad controls the implementatlon of subequent c r es

51 PEER TEAM BUILDING The extant to vhich a Chief of Supply develop3 implicit contats with peers
to serve mutua needs and t rade remurcra in real -tlme.

52. I NT;CSPECTION The extent to vhich a Chief of Su;;l y unoertand:s his job, is 3rnitiye to his
Impact on he or nizatlon, a rit!s 13vare Of his ovn streVl11 snd veak nes x3 I
53 CONDLICTS EFFECTYE GROUP MEE71W3 The extent to vhiri a Chief of Supply gmuaielyt
prepare* for, makes presentation, end conducts dlcussions vith peers or subordlnate.

54 t1AAlNG STRESS: The e: ent to vhich a Chief of Supolj identlfle3 3ources of major 3tre",
Ievelops effectiYe ti me menW aennt tachniques, and avelo efective cop! qr mechani3M.

55 MMMUNICATI G A SHARED UNDERSTANDING The eWtent to vhich a Chaf of Supply easures
each member of the work unit shere* ti same concept of project Iski n93, goals, end performance
..pecatil on3.

NEGOTIATION The extent to which a Chief of Supply resolv conflict v1th people outside the
unit throuh commitment o resource:, and compromise on behalf of the oranizatlon.

i
57 LI!AN The extent to which a Chief of Supply i nteracts iih peers and epie outside the
organizaion to gin favors and Information.

58 JUDI MENT The extent to vhich a Chief of Supply'. actions are an appropriate reaorne to ttt
ttuat!on at hand.

59 INTEXTING WITH SUPERIO . The extent to which e Chief of Supply commu. i. tes relevant
information to superior3 about Jecions, plans, unit actlhitie, and reque.ted material



SECTION III

Now, wing~ the xale blov RATE HOW CAPABLE yOU FEEL YOU ARE TODAY IN
PERFORMING THE GlYLX BEHAYM.l Enter the mi.mer on the quetonneire ard then blacken tP,,
correpnd.g number onrthne rst3et prvded

I2 34S67

60 EMtPhSIZES PERFORMANCE: The extent to whc you mn emptwizg the imrlil~ru of
3ubcr41 natea performance ene enrturae subordinaes~ to meke a mwxmum effort.

61 INSPIRINC SUBORDINTES The extent to which you an iti mulate enthusiasm among 3ubordl nolti
for the York of 'he group, and my thing: to build their conftmnce it, the group 3a bility to sLuc2full y
attain 11t3 objactivw

6d- PRCYIDES PRAISE ANO RECCGNiTIQN. The extent 'a wvhich you can provlde appropriate ,ra1~e Ina____

r.co~ntion io wi. th effective per~r'ne , 5rxd 1I'cv aprito (or' i i !!ir, IM~~nr~ior-.Woe q !theIt=
63 5TQUCTUQES RE'WARD =N:GECE TIt exlent 'o w~hich pu can reverd effective :iuctiolite
er~ormianct wit)~ !aqibe beneft, such w3 r~nition e',ird, prorrlions, better asignnent3,
Witer w'ork schedule, extra timeo off, etc.

64 CLAIF'C WiORK WCLES 1The extent to whtich you can infor-n 3ubor.4irate aoul their dut1m and~
rmpom bllt13, :!erfy rule3 end poicies, iina let 3ubcrllnetea3 krcwha'tt is exst,1 if them______

65 SETS MLS The extent to which yuu car4, either alone or jointlij withi a 3utr'orunte, set 3Decirc,rchalleri r, liul realistic, per-'ormerce goals for esch irnorlant sspeit of tIt 3u~or~t note , o!b
66 DELMATES The extent to vtitct you can deege reDrlii' and authority to subv~lre and
ala',' thiem dtlcrenion in eerimniiq 'vv' to do their wovrt ____

68 FCPESICKT T'e er4.er to v~ich )ou can !oor 'cr itv ioEI', ini"t 'wr ht 4mork unit 10 ex;!cit,
prapc ev *it','iiics !o jrier-ta~e, and offer nnovatyt *~ jm i 3tfl the work unit ______

6; r.' 6 -1-5 he e- 'C ':. -4)M'1" '!___*!__t



Ube the scale beloy- RATE tIOW CA PAO LE YOU FEEL YOU ARE TODAY IN PER FORMING
THE GIVEN CEMAY192.

1 2 3 4 5 6

70 FAlL ITAT ES TE.A MICU The extent tow 'wtch pu emphava~ tofo rirind pro moto coo prseion,
cletvitniew, end 'dentillcation vitti the roup.

71 MAWES XNFLUCT The extent to wshich pu can discourage unneassary flt~gtr and bickertrg

smiong subordinste3, arau )el p them to settle conflicts and1 dsereemients In a contrctlys mannrr

72 CRTICIZES The orient to 'whitch you can crticlt e cific act of subordinauts which r
unaccaptable to the orgmnization. Mnd~ powi'i thilng to my sand provide opporiUnisa8 for

suborlinaea explanations

73 AD?'I1IS Ex" 'DISCPLINE The extent lo which ou can 13r ipproprists Mscplirrj ecton to
deal ,ltli 3wwurz1rate ,'toioiste~ a rule, :isooey an orcr,v )cr LC tently -,r perforT~nier

74 1ASK CCr-t1UNlCATi0N 'he extent *,o wticth Vou can let sOurrlnte ow rrwhat rtee43 to e doe
explain chaeis ~the vork plact, ersd explatn polcieandre proceures

75 PE FC;F ANC[C3MMUNICAT;CN The extent to vhitch you can communicate information about theIquality of ou~ord1rmte 3 'work or ov Ywell (3)h9 1 ing.

76 CJREER MZIPUNICAT;C4 The extent to 'w.D1ch youcan dx-,m training opportunitias with
subrliratej end prow-ie them 'with career information on fuure a33ignritnts

77 P-SOAL =1MI4,rATICN The extent to 'which uou and sUbrlltme discuss personal is ____________

such e a!mily end non-relsete work interest.

7e WPI 7;'EN -Zt-!UNICAT'C. The exlent to v'wti Vow can czrmurmite 'with swm~riors, pears, end
soori em t.r.hrIti At of me -vs letter 3, and Cthef r!Vttf corereinc

79 LISTENS The extent to which ,i~u can ltsten to 3ubt'orIWts and responud It ts issues reise

80 <TS =NSjS7ENTLY The extent to which ,Uborjirte3 fee' pu ore coistent in your rMpons,
8010f%3, and PlCHOM



Plem~ take Vour respesn from the hooklet and fill Is the FIRST amsver sheer saw.
Your first earvoi iis should be completely filld. If It Is set csopletely filoed is,
go but sad check the seqnsmclmg of Veer anovors. Yoe may hovn sk~ppe as item. Use
the SECOND @h"wr shot to resaposd to the romnllittin Is the quostiefhelr*.

We the scle belcv RATE HOW CAPABLE YOU FEEL YIN ARE TODAY IN PERFaRMMN
THE GIYEM BEHAYIOR.

12 3 4 5 6 7

1. FLEXIBILITY: The eWent to 'which you can adopt to new or unexpected situations In the yiork unit
aoft allowv rrdiflcations to itirig plas 'while Villl milntaining r=ntroI of the unt

2 PATI ENCE. The exlent to 'which you are villi ng to hel p 3ubordI notes over and Oyer .iihout
complaint

3 wUESTONS PO Cl ES AND PQ(E OUQES The extent to 'which pu are willing to queatlon det,3orrs
that are contrary to r ur rent policies or moral 3tearwds, or Yiew 'wit h i epivcim sol utiona 'which
requi re Ilarwg expenditures of mienpower or mate rlis.

4. CflMrU NICATI N A VISION. The extent to 'which you are able to create mntal and ver be pictures
7f' a desi roble f utire f qrction or state I n the mi W3s of 5bordi r*'.e3.

5 NET<'OPKI MG The extent to 'which you con = calizi 'with top manmitnt, are i ivolye In
community evnts, develop coperative relation~hi~ p*with other peope vho are sources of support
and I nformation, and rmintMaln relatiormhip* through periodic i Meretiofl._____

6. rtNITO;?5 OPER.ATIN The extent to 'which Wu keep informed~ about the acivities 'withi n the unit
end check on the performenct of 3wborlirwie3.

7 t N.T3; T;'!E ENW~ PrN4rMT The ex4teit to 'which you kee; informned c so utsid ent M t
Neve imporlan! im;licatio.3 for the 'work wmt.

8 CONTROL. The extent to 'which you implemeunt control methods such s3 prevenlative rrineext-,
rewle'wrina roor problems~ and project ielei, ir pectlrq andrb 8r nctinq follo'w-up Inspections

9 =Mt!Ir' , MEINT TO A YISICN The Wi~nt to 'which you clin !.;tve subort, na!-3 i n iha~i eq the future
vale of the cr~anizv-cn end re'ze !o flre -p that vie-v of !he f. ,re i r.!e 'acr Tf Wea yero't

CO ';,:T 'he exle-lio v'a c ubo-tae fes hey ciin Clv= p^bler. and MfticuIite3 'vitti yviu

L ' itr c . ecs, nr 4w ,iet pL,!f o.ri *.,- itv "V !Ie C tet'_____



Lbe the ctale below RATE MW CAPABLE YOU FEEL YOU ARE TODAY 1A PERFORMIA6
THE GIYEN BEHAYIOR

1 2 3 4 S 6 7
I I I I I I

Modw alel Etra

I1. TRUTHFULNESS The etent to vhich jou are hoert in ev'luetirn your rpon*r to thu

suggestlons or ;ropw:oa made by subordlnates.

12. ENTHLIASM: The extent to vhich yu can deonst rate Interest or excitement abut your Job.

13. DECISION M'AKIN. The extent to which yu can dleagnm the 3ltuaton, march for soutions,
evaluata the co nequencas, and select in altarnative.

14 ALLOCATES RESURCES: The extent to which you can cts aorrng competlng rexurm demnr
by tlne maragement, defign ork 3itaM3 of suborditea, and authorize implementation for major
deci sios.

1S. ENTREPRENEUR The extent to vhich you Identify end take advantage of rev opprtunItt83, end
control the ImplementatIon of su:bsuent chersea.

16 PEER TEAM BUILDING . Te ex.ent to which you can deyelop implicit cuntscs with pers to Wye
mutual ree(s and trae rmurc33 in real-tim m.

1 7 IN'TPOSPECTION The extent to which you urderstand your Job, sre sensitve to your Impact on
the organization, and are aware of your own strengths and weakne ._

18 C NDUIC - EFECTIYE GROUP MEETINGS. The eWent to which Wu can 3iaeuately preparem for,
makes prementthon, an conducts discusior with peers or suborai notes.

19 t ANAI NG STRES The extent to which you can identify sources of rmajor stress, develop affactive
tlie ma'errent techniques, and ,,'velop3 effective coping mechanisms.

20 00MMIUNICATING A SHA ED UNDERSTANDING. The extent to which you can ensure each member
of the work unit shares the same concept of project takino, pals, end perforrcer expectatlonu.

21 NEGOTWTION Th e Went to which , ou can resclys conflict vith people ou side the unit through
cmmit ent of resourc , and compromise on behalf of the organization.

22 LIASON TJ't extent to which you can interat with peer, and people oultide tie organization to
gain fevors end information.

23 JUDGEI ENT: The eWent to which jour actions are 3n eppropriate response to the situation at
hand

24 TNTE;.,71I4G W:TH SUPE;!CIS The exlent to vhich yu csn communicate relevant Informahon
io 3uperori iuot kcvori, pli urc;? andi rr me~~,~eerlel______

Li



SECTION IV

Thm purpose of this section of the questionnoire is to daetermine yur preferences for
training methods. FROM EACH PAIR SHOWN. SELECT THE METHOD YOU PREFER. Mark
a1 responses on the questionnaire and then blacken the appropriate oval on your SECOND nw, er
key.

25, 1. Video Taped Lecture 36, 1. Video Taped Lecture
2. Correspondence Course 2. Computer Bied Learning

26. 1. Video Toped Lecture 37, 1. Video Taped Lecture
2. Classroom Lecture 2. AFIT Short Course

27. 1. Video Taped Lecture 38. 1. Video Taped Lecture
2. Shadoing Senior Offlcers Z. Professoncl Development Seminor

28. 1 r'-repondence Cotr. 39. 1 Correspondence Course
2. Computer Based Leerning 2. Classroom Lecture

29. 1. Correspondence Course 40, 1. Correspondence Course
2. AFIT Short Course 2. Shadoinq Senior Officers

30. 1. Corres pondence Course 41. 1. Computer Based Learning
2. Professional Development Seminor 2. Classroom Lecture

31. 1. Computer fasd Learning 42. 1. Computer Based Learning
2. AFIT Short Course 2. Shdoving Senior Officers

32. 1. Computer Based Learning 43. 1. Classroom Lecture
2. Profession ' Development Seminar 2. Shadoving Senior Officers

33, 1. Clesroom Lecture 44. 1. Classroom Lecture
2. AFIT Short Course 2. Professional Development Seminar

34, I. AFIT Short Course 45. I. AFIT Short Course
2. Shadowlng Senior Officers 2. Professional Development Seminar

35. 1. Shadeving Senior Officers
2. Profe-Ional Development Seminar
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Please take yur responss from the booklet and fill in the SECOND. an3ver Mheat nov. You
should fill in number I through number 24. If you have more or less than 24an'rers, go back and

crieck the s quencing of your answers.

When you have completed the comments section plce both mnsver sheerts Od the
questiognaire booklet in the pre-addreued envelope. Please mail the responses as oon as possible,

Thank you for spending the time to complete this survey. I appreciate your efforts.

If you are interested in receivi ng a summary of the results of this research plewe include uour
name and address belov.

Please provide any other comments you vish 'to add belov.
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Many of the respondents from both surveys made written

comments concerning both the survey instrument itself and the

supply carreer field in general. Although some of these comments

contained insightful information, they have not been included in

this report. They are available from the author upon request.
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Appendix C: Demographic Data for Chiefs of Suoply

1. Your age is
Frequency Percent

21-25 0 0.0

26-30 0 0 0
31-35 3 4.9

36-40 21 34 4
41-45 36 590
46-50 1 1.6

51 55 0 0,0
Missing 0 0.0

Total Number of Cases in Population 61 100 0

2. Your sex is:
Frequency Percent

Male 53 86.9
Female 8 13.1
Missing 0 0 0

3 Your rank is.
Frequency Percent

1st Lieutenant 0 00
Captain 6 9 8
Major 26 42 6

Lieutenant Colonel 29 47 5

Colonel 0 0 0

Missing 0 00
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4, Your commissioning source was:
Frequency Percent

OTS 32 52.5

ROTC 28 45.9
Service Academy 1 1.6
Other
Missing

5. How would you classify your undergraduate degree?

Frequency Percent

Liberal Arts 11 18 0
Social Sciences 6 9.8
Business 35 57.4
Enginecrrng 2 3.3

Sciences 5 8 2
Other 2 3.3
Missing 0 0.0

6, Your highest education level is:
Frequency Percent

Bachelor's Degree 2 3.3
Some graduate work 3 4 9
Master's Degree 50 82 0
Some work beyond Master's Degree 6 9.8
Doctoral Degree 0 0 0

Post Doctoral Degree 0 0.0
Missing 0 00
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7, How much carmissiond time (TAFCS.) have you served in the
military?

Frequency Percent

Less than four yrs 0 0 0
Four yrs, but > six yrs 0 0 0
Six yrs, but > eight yrs 2 3.3
Eight yrs, but > ten yrs 2 3 3
Ten yrs, but > twelve yrs 4 6 6
Twelve yrs, but > fourteen yrs 3 4.9
Fourteen yrs, but > sixteen yrs 13 21.3
Sixteen yrs, but > eighteen yrs 7 11 5
Eighteen yrs, but > twenty yrs 22 13.1
Twenty yrs or more 8 3.1
Missing 0 0.0

8. Your amount of prior enlisted service time is:

Frequency Percent

None 39 63.9
Less than one year 1 6.6
One year, but > two yrs 1 1 6
Two yrs, but > four yrs 2 3.3
Four yrs, but > eight yrs 3 4.9
Eight yrs or mure 12 19.7
Missing

9. Your current assignment corresponds to which category?

Frequency Percent

Primary AFSC 54 88.5
Career Broadening, Non-Rated Supp 2 3.3
Career Broadening, Rated Supp 4 6.6
Other 1 1.6
Missing

t
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I
10. What type of organization do you presently work in?

Frequency Percent
Joint

Major Air Command 1 16.0
HQ Numbered AF 0 0.0
Air Logistics Center 0 0 0

Base Level 57 93.4
HQ AFLC 1 1.6

Other 1 1.6

Missing 1 1.6

11, Which major command do you work for?

Frequency Percent

Air Force Logistics Command 0 0.0
Air Force Systems Command 1 0, 6

Air Training Command 7 115

Military Airlift Command 6 9.8
?rcifi¢ Air Command 2 3.3

Space Command 0 0. 0

Strategic Air Command 14 23.0
Tactical Air Command 13 21 3

United States Air Forces Europe 14 23 0

Other 4 6.6

Mis5ing 0 0 0

12. If you are at base level, are you presently assigned to a
Supply Squadron?

Frequency Percent

Yes 58 95.1

No 2 3.3

Missing 1 1.6
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If you answered RO to question 12 please skip question 13 and
continue with question 14,
otherwise continue with question 13.

13. Your current job title is:
Frequency Percent

Section Chief 0 0 0
Branch Chief 0 0.0
Assistant Chief of Supply 0 0.0
Chief of Supply 61 100.0
Other 0 0.0 i
Missing 0 0.0

14. How long have you been assigned to your current job?

Frequency Percent

Less than 6 mos 7 11.5
At least 6 mos, > 12 mos 18 29 5
At least 12 mos, > 18 mos 8 13.1
At least 18 mos, > 24 mos 15 24 6
At least 24 mos, > 30 mos 4 6 6
At least 30 mos, > 36 mos 1 1.6
At least 36 mos, > 42 mos 6 9.8
At least 42 mos, > 48 mos 2 3.3
48 m os or more 0 0 0
Missir g 0 0 0
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Appendix D: Demographic Data for Suply Officers C

1, Your age is:
Frequency Percent

21-25 19 4.9

26-30 86 22.2

31-35 133 34.3

36-40 112 28.9

41-45 37 9.5

46-50 1 0 3
51-55 0 0.0

Missing 0 00

Total Number of Cases in Population 388 1000

2. Your :ex is:
Frequency Percent

Male 302 77.8
Female 86 22.2

Missing 0 0.0

3. Your rank is: Frequency Percent

1st Lieutenant 75 19 3
Captain 263 67 8

Major 49 12.6
Lieutenant Colonel 0 0 0

Colonel 0 0.0

Missing 1 0.3
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4. Your commissioning source was F.
Frequency Percent

OTS 239 61 6
ROTC 136 35.1
Service Academy 12 3.1
Other 1 0 3
Missing 0 0.0

5. How would you classify your undergraduate degree?

Frequency Percent

Liberai Arts 59 15 2
Socai Sciences 51 13,1
Business 184 47 4
Engineering 23 5.9
Sciences 49 12 6
Other 20 5.
Missing 2 0.5

6 Your highest education level is:
Frequency Percent

Bachelor's Degree 77 19 8
Some graduate work 105 27 1
Master's Degree 188 48 5
Some work beyond Master's Degree 17 4 4
Doctoral Degree 1 0 3
Post Doctoral Degree 0 00 
Missing 0 00
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7. How much cormmsoned-time (TAFCS) have you served in the
military?

Frequency Percent

Less than four yrs 68 '7 5
Four yrs, but > six yrs 61 15 7
Six yrs, but > eight yrs 60 15 5
Eight yrs, but > ten yrs 89 22 9
Ten yrs, but > twelve yrs 78 20 1
Twelve yrs, but > fourteen yrs 26 6 7
Fourteen yrs, but - sixteen yrs 5 1 3
Sixteen yrs, but > eighteen y-s 1 0 3
Eighteen yrs, but > twenty yrs 0 0 0
Twenty yrs or more 0 0 0
Missing 0 0 0

8 Your amount of nror enlste service time is

Frequency Percent

None 179 46 1
less than one year 8 2 1

One year, but > two yrs 5 1.3
Two ,yrs, but > four yrs 20 5 2
Four yrs, but > eight yrs 75 19 3
Eight yrs or more 101 26 0
MmiSsLng 0 0 0

Q 9 Y'our current a,-.:,, ,rn ent c.rre:por. to """"-t,--r',

Frequency Percent

.... a, AFC 77 6
Car'2er ~r~~~nNn~~Siupp 0.L12
Career Eroadening, Ratzd Supp 9 2-
2zh" ,0 7 7
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10. What type of organization do you presently work in)

Frequency Percent

Joint 18 4 6
Major Air Command S3 13.7
HQ Numbered AF 14 3 6
Air Logistics Center 28 7 2
Base Level 204 52 6
HQ AFLC 27 7 0
Other 44 113
Missing 0 0.0

11. Which major command do you work for"

Frequency Percent

Air Force Logistics Command 55 14 2
Air Force Systems Command 6 1 5
Air Training Command 29 7 5
Miiitary Airlift Command 33 8 5
Pacific Air Command 25 6 4
Space Command 6 1 5
Strategic Air Command 44 11 3
Tactical Air Command 66 17 0
United ZStates Air Forces Europe 58 14 9
Other 65 16 d
Missing 1 0 3

12 If you are at base level, are you presently assigned to a
Supply Squacron9

Frequency Percent

Yes 186 1, ,

No 115 29 6
Missing 87
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If you answered NO to question 12 please skip question 13 and
continue with ques'.on 14,
otherwise continu, with question 13.

13. Your current job title is:
Frequency Percent

Section Chief 12 3 1
Branch Chief 171 44
Assistant Chief of Supply 5 1. 3
Chief of Supply 1 0.3
Other 23 5 9
Missing 176 45.4

14 How long have you been assigned to your current job/

Frequency Percent

Less than 6 mos 85 21.9
At least 6 mos, > 12 mos 104 26.8
At least 12 mos, > 18 mos 65 16 8
At least 18 mos, > 24 mos 50 12.9
At least 24 mos, > 30 mos 28 7.2
At least 30 mos, > 36 mos 22 5 7
At least 36 rnos, > 42 mos 10 2.6
At least 42 rrz, s, > 48 .ios 3 0 8
48 rnos or more 5 1.3
Missing 16 4 1
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Appendix E: Demographic Data for Total Population

1. Your age is
Frequency Fcrcent

21-25 19 4 2
26-30 86 19.2
31-35 136 30 3

36-40 133 29.6

41-45 73 16.3
46-50 2 0.4
51-55 0 0.0
Missing 0 00

Tctal Number of Cases in Population 449 100.0

2. Your sex is: Frequency Percent

Male 355 79 1
Female 94 20 9
Missing 0 0 0

3. Your rank is.
Frequency Percent

Ist Liet'tenant 75 16 7
Captain 269 59.9
Major 75 13 7
Lieutenant Colonel 99 6.5

Colonel 0 0 0
Missing 1 0 2
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4. Your commissioning source was:
Frequency Percent

OTS 271 60,4

ROTC 64 36.5

Service Academy 13 2.9

Other 1 0.2
Missing 0 0.0

5. How would you classify your undergraduate Cegree?

Frpquency Percent

Liberal Arts 70 15 6
Social Sciences 57 12 7

Business 219 48 8

Engineering 25 r 6
Sciences 54 21 0

Other 22 4.9
Missing 2 0 4

6. Your highest education level is:
Frequency Percent

Bachelor's Degree 79 17. 6
Some graduate work 108 24.1

Master's Degree 238 530

Some work beyond Master's Degree 23 5.1
Doctoral Degree 1 0 2
Post Doctoral Degree 0 0 0
Missing 0 0 0
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7. How much commissioned time (TAFCS) have you served in the
military?

Frequency Percent

Less than four yrs 68 15.1
Four yrs, but > six yrs 61 13.6
Six yrs, but > eight yrs 62 13.8
Eight yrs, but > ten yrs 91 20 3
Ten yrs, but > twelve yrs 82 18.3
Twelve yrs, but > fourteen yrs 29 6.5
Fourteen yrs, but > sixteen yrs 18 4. 0
Sixteen yrs, but > eighteen yrs 8 1 8
Eighteen yrs, but > twenty years 22 4 9
Twenty yrs or more 8 1 8
Missing 0 0 0

8. Your amount of prior enlistld service time is:

Freouency Percent

None 218 48 6
Less than one year 12 2.7
One year, but > two yrs 6 1 3
Two yrs, but > four yrs 22 4 9
Four yrs, but > eight yrs 78 17.5
Eight yrs or more 113 25.2
Missing 0 0 0

9. Your current assignment corresponds to which category?

Frequency Percent

Primary AFSC 355 79.1
Career Broadening, Non-Rated Supp 50 11.1
Career Broadening, Rated Supp 13 2 9
Other 30 6 7
Missing 1 02
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10. What type of organization do you presently work in?

Frequency Percent

Joint 18 4.0

Major Air Command 54 12.0
HQ Numbered AF 14 3 1
Air Logistics Center 28 6.2
Base Level 261 58 1
HQ AFLC 28 6.2
Other 45 10.0
Missing 1 0.2

11. Which major command do you work for)

Frequency Percent

Air Force Logistics Command 55 12 2
Air Force Systems Command 7 1. 6
Air Training Command 36 8.0
Military Airlift Command 39 8.7
Pacific Air Command 27 6 0
Space Command 6 1. 3
Strategic Air Command 58 12 9
Tactical Air Command 79 17 6
United States Air Forces Europe 72 16 0
Other 69 15 4

Missing 1 0.2

12. If you are at base level, are you presently assigned to a
Supply Squadron?

Frequency Percent

Yes 244 54.3
No 117 26 1
Missing 88 13 6
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If you answered NO to question 12 please skip question 13 and
continue with question 14,
otherwise continue with question 13.

13. Your current job ti 'e is:
Frequency Percent

Section Chief 12 2 7
Branch Chief 171 38.1
Assistant Chief of Supply 5 I 1
Chief of Supply 62 13.8
Other 23 5.1
Missing 176 39.2

14 How long have ycu been assigned to your current job?

Frequency Percent

Less than 6 rnos 92 20.5
At least 6 mos, > 12 mos 122 27 2
At ]east 12 mos, > 18 mos 73 16.3
At least 18 mos, > 24 mos 65 14.5
At least 24 mos, > 30 mos 32 7 1
At least 30 mos, > 36 mos 23 5.1
A t least 36 mos, > 42 rnos 16 3.6
At least 42 mc's, > 48 mos 5 1.1
48 mos or more 5 1 1
Missing 16 3 6
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Append,:: F Correlataon Matrix of 1mnortance Ver-us Qpas:v
Ut:i:m the Ten Most Imortint Skl!s fcr a ChIef of Zu~z1v

CAP1 CAP2 CAP3 CAF7 CAPIC CAP1I

% T1.2790 .164 .1640 -. 0011 l17? .1896

C 44o) C 446) ( 4,4 ) C 446) C 446) C 446)

Ps .000 Ps .CCO Ps .ACO P= .491 Ps .002 P .000

I APT2 .2136 .2664 .2450 .Cf20 .0113 .2!04

1 446) C 446) C 446) ( 446) ( 446) C 4M6)

pa .000 Fu .GO0 Ps .OCc P.137 Pa .098 P .o0 0

1MP13 .0711 .1738 .2563 .0674 .C216 1170

( 446) ( 446) ( 446) C 446) ( 446) C 446)

PC .007 P, .COo Ps .000 PC .078 Ps .!25 P- .007

1"DT7 .2c76 .1645 1967 .2193 .1776 .1709

( 446) ( 446) C 446) C 444) ( 446) C 446)

F* .000 Fa .000 P .000 PC .000 Fs .000 P. .000

3MPTI0 .1646 .1743 .2416 0741 .1648 .2243

( 446) 446) C 446) C 446) C 446) 444)

F' .OUO P- .000 PC .OC Ps .039 F .000 Ps .000

.RPT11 .2545 .2678 111-i .1835 .1675 .3406

446) C 146) C 46d) 446) ( 446) C 446)

P .000 Pa .CGO PC .000 F" .000 Fm .GO F .000

iMP720 .1902 .1918 .2036 .0913 .1087 .2182

C 446) ( 446) ( 44d) C 446) ( 446) C 446)

PC .000 Fa .C03 Ps .000 PC .0'3 fa .011 PC .OCO

IMPT21 .0570 .1063 .1045 .1229 .0983 .1600

( 446) C 446) C 446) C 446) ( 446) C 446)

PC .115 Fm .012 go .014 P. .005 Fs .019 Ps .000

11PT31 .2150 .2397 .2342 .0723 .0798 .2726

C 445) 1 445) ( 445) C 445) 445) C 445)

Fa .00 Fz .CCO P. .000 PC .064 Ps .046 PC .OOC

IoPT32 .1910 .192C .1799 .1246 .0872 .2032

( 446) C 446) C 446) C446 ) C 446) ( 446)

Ps .000 F. .CC Ps .0CC PO .004 Fs .033 P, .00c

IMP133 .2260 .2784 .2341 .1209 .1305 .2585

( 44) C 446) C 446) C 446) 44 ) 446)
P. .000 p. .000 PC .000 Ps .005 F .003 Pa .0C

.1108 .215 .1681 .1209 .1651 .2910

IPPT44 446) C 446) 446) C 446) C 44) C 446)
P s .010 F s .000 P. .000 F a .005 Fa .000 P. .000
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CAP20 CAP2l CAPI1 CAP32 (PP33 CAP4..

.1252 .1576 .1519 .0993 11145 .1500

T 1 443) A 44) ( 441) 9 441) C441) C 4403)
.003 Pa .000 Ps .001 Fe .019 ve .008 U .001

.1546 .1543 .1750 11294 .12!3 .1235

Imp I? C 44D ( 446) C 441) C 41) C441) 443 K

P - .001 pa .001 P *Coo ps .003 P- .005 P'.003

.1606 01320 .1554 .1233 .01047 C9

P% COCO Pff .003 p. .001 pa .005 Ps .023 p' .019

.1762 .2490 .1369 .1263 .0510 1 A

1 e7 C443) C444) C 441) C441) C441) C 0)

a.000 P. .00 p.a .002 pe .004 P. .143 P' .C00

.2047 .174 5 .1463 .0895 .0914 .1278
t T 10 443) 4 44) 441) C 441) C 441) C 440)

~:.000 Pe .000 p x .001 FPa .030 P. .023 @x *00L

.1970 01733 .1170 .191,3 .1442 .2081

!~~11 C443) (444) C441) C441) C441) C440)
1..000 P- .000 ps .007 p- .000 Pu .c01 Ps Ooo

.38 .1313 .2047 .1481 .0395 .1532
443) (444) 441) ( 441 C 44))

fz .000 p. .00! * .000 Fm .001 P. .204 ox .0 i

.1416 .1547 .1779 .1030 .0569 .19
I~r~z1 C '43) C444) C441) C441) C 441) 1.0

P .001 P' .001 ps .000 fs .015 P , 11 A O6

.1857 .2032 .2e6 A159? .1062 .187 6

3M1 4 42) C443) C440) C440) C440) C439)
S.000 p. .000 F A .000 F . .000 V3 .013O

.2720 .2 511 .220C .3296 .1473 21

IMFT2 4A '3 ) C 444) C 441) C 441) '~441) .220)

S.000 P- .000 p a .000 p 2 .000 P..001 C .00

.1787 .2277 .1414 .2062 .3970 .2319
PPT 3 3 e '43) C 4'w 441) C441) C 441) 4 ,

p .000 Ps, .000 p a .001 F. .000 pa .000 CJ'

.2C51 .1954 .1444 .1606 .1498 .471

ps ~ ~~ a=.0 s.0 it.0 e Cl . .000
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Key for Correlation Matrix

IMPT = Important Behavior for a Chief of Supply

CAP = Capability of Respondent

Numeric Value:

I = Emphasizing Performance

2 s Inspiring Subordinates

3 x Providing Praise and Recognition

7 = Delegating

10 = Solving Problems

11 = Facilitating Teamwork

20 = Listening

21 = Acting Consistently

31 = Building Trust

32 = Truthfulness

33 = Enthusiasm

44 = Judgment
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Appendix G: Significant T-tests

Table 10
Significant T-tests

a.

Variables F-Value Sig. T-Value SiZ_
$

Skills Important for a Chief of Supply

Providing Praise and Recognition 2.08 001 2 03 043
Clar fylig W¢jork qoles 1 00 .950 -2.73 008
Criticism 1.18 .364 -2 13 .037 j
Written Communication 1.14 .548 2.03 04b
Communicating a Vision 1 08 .720 2.03 046
Commitment to a Vision 1.21 .362 2.03 .046
Enthusiasm 2.22 .000 1.98 .049
Communicating a Shared Understanding 1. 51 .052 2.20 031

Present Cpabiity to Accomplish Skills

Administering Discipline 1 39 121 3.37 001
Acting Consistently 1.28 248 2 13 036
Commitment to a Vision 1 19 428 2 10 039

Judgment 1.68 .016 2.48 013

Skills Requiring Training

Clarifying Work Roles 1.42 .100 -2 37 .020

Criticism 1 10 660 -2.09 040
Administering Discipline 1.34 .165 -3 11 003
Career Communication 1 46 076 -3 24 002
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Appendix H Ten Most Important Skills for a Chief of Supply for
all Sub-Populations by Rank and Mean

Table 11
Chiefs of Supply--Ten Most important Skills

Skill Ranking Mean

Acts Consistently 1 6 75

Truthfulness 2 664

Trust 3 6.57

Provides Praise and Recognition 4 6.51

Judgrrent 5 6,48

Listening 6 6 48

Enthusiasm 7 6.43

Emphasizes Performance 8 6 36

Inspiring Subordinates 9 6 36

Solving Problems 10 6 34

Facilitates Teamwork 6 34
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Table 12
Supply Officers--Ten Most Important Skills

Skill Ranking Mean

Acts Consistently 1 6 61

Truthfulness 2 6 53

Trust 3 65Z I
Judgment 4 b36

Solving Problemc 5 6 36

Listening 6 6 34

Inspiring Subordinates 7 6 26

Provides Praise and Recognition 8 6 26 1
Emphasizes Performance 9 6 25

Deleganon 10 6 25

p
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Table 13
Total Population--Ten Most Important Skills

Skill _Ranking Mean

Acts Consistently 1 6 63

Truthfulness 2 6 55

Trust 3 6 53

Judgment 4 6 38

LIstenina 5 5 36

Solving Pobiems 6 6 36

Provides Praise and PRecogn.tion 7 6 29

Inspir:ng Subordinates 8 6 27

m.p.,nasizes .erormance 9 b 26

)eie-atlon 10 6 25

I5
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Appendix 1. The Top Ten Skihs Recur:1 Further Training for allSub-Populations by Pank and Mean

Table 14
Chiefs of Supply--Top Ten Skills Neediing Traning

Skill Ranking Mean

Inspiring Subordinates 1 61

Providing Praise and Recognition 2 54

Actng Consistently 3 51

Communicating a Sharod Understanding 4 49

Foresight 5 44

Emphasizing Performance 6 43

Performance Communicat:on 7 .43

Enthusiasm 8 41

introspect.on 9 41

Planning and Organizing 10 39

Sett:ng Goals 10 39
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TaL~e 15

Supply Officers--Top Ten Skills Needing Training

Skill Rankin_ Mean

Acting Consistently 1 60

Clarifying Work Roles 2 54

inspiring Subordinates 3 51

Administering Discipline 4 .48

Judgment 5 .48

Emphasizing Performance 6 .46

Solving Problems 7 43

Performance Communication S 37

Manag,,ng Stress 9 .35

P!anning and Organizing 10 34
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Table 16
Total Population-Top Ten Skills Needin6 Training

Skill Rankina Mean

Acting Consistently 59

Inspiring Subordinates 2 .52

Clarifying Work Roles 3 48

Judgment 4 ,45

Emphasizing Performance 5 .45

Solving Problems 6 .42

Administering Discipline 7 41

Performance Communication 8 .38

Managing Stress 9 35

Plannig and Organizing 10 35
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